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FOREWORD

The report which follows setse forch the findings and recommenda-
tions of the Special Survey Comuission which surveyed Thu AdJutant
General's School, Camp Lee, Virginia, during the period 1 to 5 December
1947 and 9 to 11 February 1948, at the request of the Commandant cf the
School, Colonel Harris F. Scherer, AGD. Tue members of the Commisseion
were as follows:

Dr. Wilton P. Chase, Chief, Technical Information and
Liaison Unit, Personnel Research Section, Personnel
Research and Procedures Branch, AGO, Chairman

Dr. Donald E. Baler, Chief, Personnel Research Section,
Personnel Research and Procedures Branch, AGO

Dr. Mitchell Dreese, Dean of the Summer Session and
Professor of Educational Paychology, The George Washington
University, Washington, D. C.

Dr. Edwin R. Henry, Consulting Personnel Psychologist,
Richardson, Bellows, and Henry, Inc., New York, New York

Dr. Jacob S. Orleans, Psycho«Educational Adviser,
Command end General Staff College, Fort Leavenworth, Kansas

The professional qualifications of the respective members of the Commis-
slon are set forth in Appendix A.

The Commission had complete freedom in conducting the survey in
regard to methods to be employed, date to be collected, and recommenda-
tions to be made. It has examined all of the aspects of the School which
were deemed to be of importance to the overall educational program of
the School. It has arrived et the conclusions and recammendetions set
forth in this report after careful consideration of the factorse which
influence the effectiveness of the School in accomplishing its training
mlssion, To the extent considered practicable by all concerned, the
Personnel Research Section of the Personnel Research and Procedures
Branch, AGO, will provide necessary assistance for the conduct of such
further studies as will aid in implementing the recommendations of the
Commission.

For those who have only & limited time for reading, the Summary of
the Findings and Recommendations as given in Chapter I, Sectlon II, pages
7 through 16 hes been prepared. It is suggested that Chapter XVII,
Implementation of Recommendetions, beginning on page 104, also be read
by euch persons.

111




TABLE OF CONTENTS

FOREWORD . . . . . . . . 5 © o . . . . III
LIST OF ILLUSTRATIONS . . . 5 . e s e . . . . VIII

LIST OF TABLES . . . . . . . . . e . . . . X

CHAPTER I. INTRODUCTION

Scope end Purpose of the Survey . . . g . 0 1
Summery of the Findings and Recomendatiom b 0 g 5 7

CHAPTER II. LOCATION AND PHYSICAL FACILITIES
Location of School at Ca.mp Lee, Virginia . . . 9 0 17

Observations . . . 5 3 o 19
Recommendations . 3 5 0 0 . . : 5 3 5 21

.
.
.
.

CHAPTER III, ORGANIZATION AND ADMINISTRATION

Description . . . . . . . . . . . 0 22
Observations . 5 5 o . g . g . . . g 23
Recommendations . . 5 o % 5 o o o T o5 =y

CHAPTER IV, PERSONNEL
Analysis of Present Personnel Situation . . . . . 29

Observations , . 3 O —— 33
Recommendations . . . . . . 36

CBAPTER V. SELECTION OF FACULTY

Current Situation . o . g 5 . h . 3 e 37
Observations . . . 5 0 . 5 . 0 ] . . 39
Recormendations . 5 a3 g T T A 5 |

CHAPTER VI, TRAINING OF INSTRUCTORS

The Instructor Guidance Program 5 o o o . . ke
Observations . . . e e e e e e . b3
Recommendations . . T D S, . B L7

CHAPTER VII, STUDENT SELECTION AND GUIDANCE
Present Programs . . . « + « « o« « . . ko
Observations . . . .+ + + +« + « & . . 56
Recommendations . : . . . . . . o . 57
CHAPTER VIII. PROGRAMS OF INSTRUCTION
The Present Programs of Instruction . . . . . 0 59

Observations . . ., T ) §
Recommendations . . . | e « « « e+ <« . 65

bt MBI b il A



CHAPIER IX, INSTRUCTIONAL METHODS

Present Instructional Practices . . ., . . . . 66
Observationns . 0 . . . . . 5 . . o . T2
Recormondations . . . . A . . Th

CHAPTER X. MATFRIALS OF INSTRUCTION '

Present Situation e ()
Cbservations . . . . . . gz . . 0 . 719 *
Recommendations . 8 . . s o T o . 5 . 19 i

CHAPTER XI. LIBRARY |

Description of the Libra.ry and ite Use . . . . . B0
Obgervetions . . ol A ) 1
Recommendations . . . .+ .« . .+ . .« . . 8

CHAPTER XII. THE EVALUATION PROGRAM
Current Examination Practices 5 5 g . 3 . .

Observations . . . o e 0 5 . . . . .
Recommendations . o 5 . . o . 5 . 0 .

BES

CHAPTER XIII. EXTENSION COURSES
Current Status . . . . . . 5 . 5 . 3 93
Observetions . 0 J . g o . . . o o a 95
Recommendations . 3 o a 5 . 3 d 3 o . 97

CHAPTER XIV., WELFARE OF ENLISTED STUDENTS |

Present Provisions . . 3 S . 98
Observations . . . a . . . . o . o 5 99
Recormendations . . a o 0 g g a a o . 99
CHAPTER XV, WELFARE OF OFFICER STUDENTS |8

Present Provisions . 5 0 . g . . o 5 . 100
Observations . . . . 5 o . . 5 o . . 100
Recommendations . 5 . o 0 . 5 : o a . 100

CHAPTER XVI, TRAINING DOCTRINE

Present Situation . 0 . . . . . H . . 101
Observations . 5 3 0 o : 0 g 3 . a . 101
Recommendations . . . 3 . . ] 5 . . . 102

CBAPTER XVII, IMPLEMENTATION OF RECOMMENDATIONS

Responsibilitvy of the School . . « . . 104
Responsibility of The AdJjutant General's Office . . . 108
Recamendations Which can be Carried Out By The
Adjutant General's School . i G . . 105 -
Recommendations Upon Which Action Must Be Initia.ted. :
By The AdJjutaent Gereral's Office . ] . . . . 109
Final Recommendation ., 5 . . a . . . . 111

CHAPTFR XVIII. CONCILUSIONS . . o e e . . . 112




|
i

e b aahian S s aft L il el i i e i A e

o

Frpne e

e |

g 2

e ar gl o liit

PP SR P S SO SR

APPIFINDTXES

A. Profess nnal Qualifications of Mordbers of the
Survey Commission . . D . . o O .

B. AR 350-1800 Militery Educetion, Adjutunt General'r
School . g . z 3 . s . . . .

C. AR 350-110 Militery Education, Cenersl and Special
Service Schoole, General Proviasions . . . .

D, Sample Lesaon Pien . . . . . . . .

L. Seample Class Schedule . : R . . D .

F. Pooition Descriptions for Key Civilian Employees.

G. Semple Outline of a Program of Instruction . .

INDEX . . e . . . . . . . . .

VII

Calt o e it B Bt il p e o s it B o et L L g b de il o LBl s

s

S G sk

o e

T

A O T —




ri'l” - - b ——— s = = T S 25 R T T

LIST OF ILLUSTRATIONS
Fig.

Headquarters Bulldings, The Adjutant General's School, . . . . . . Frontispiece
Camp Lee, Virginia

1. Courses of Instruction September 1947 - July 1948 . .. .. .. . . following p. 1

la, Anticipated and Actual Total Enrollment Courses of
Instruction Septembor 1947 - July 1948 . . . & ¢« v v v v ¢ ¢ o o o preceding p. 2

E’ 2, Enlisted Graduates 1947 and 1948 . . . + . . ¢ 4 ¢ e e v v b e v e facing p. 2

"'?-.
Wt

Camp Lee, Virginia, showing Location of The Adjutant
General's SChoOl » o v v o + o o s + s s s s s s « o s s o s o+ . . facing p. 16

Classroom Converted from Baxrracks . o « o« v & o o o o ¢ o o o o o o facing p. 18
Typical Classroom in Use (Enlisted Recruiting Instructors Cless) . . facing p. 20
Organization Chart of The Adjutant General's School . .. . . . . . facing p. 22

Instructor Conducting Conference in The Advanced AdJjutant General
OFP1COrS' COUrBO « « « v o + o o o o o o o o o s o + s o s s o+ o o facing p. 36

8. Instructor Supervising Students in the Operation of an
IBM Tabulating MBchin® o« . « « + + « ¢ o« « o o o o + o o s+ o« « » facing p. bk

N e b b e el e el = -
= oW +=

H 9. Portion of Personnel and Administration Career Field Showing Place
of Various Enlisted Courses at The Adjutant General's School . . . . facing p. 5b

10. School System for Officers of the AYMY « « « v v ¢ ¢ ¢ ¢« v o o - « facing p. 56

11. Typing Skill is en Importent Asset for Enlisted Perscnnel and
Admin.strative Management Students . . « + o « « « « o 4 4+ o+ o s o facing p. 60

12, Instruction in Judo (Correctional Custodial Methods Course) . . . . fecing p. 70

13. Correctional Custodial Methods Students Firing on the Range . . . . facing p. T4
1k, Visual Training A1ds Section . . + « ¢ « &« « + v o « o« s « « + s » +» fecing p, 76
15. Stacks on First Floor of the Library . . « « « « « « v ¢« + « + +« . . facing p. 80
16. Reading Room on the Second Floor of the Library . . . .. . . . . .preceding p. 81

E 17, Scoring Examinations . . . . « + + & ¢ 4 « s o s s 4 = s e s o+ » . facing p. 82

e

18, Status of Extension Courses and Technical Manuals Prepared or
in Preparation April 1948 ., . . . + ¢ 4 ¢ 4 s ¢ 4+ s+ s s s e s s . . facingp. 92

19. Increase in Enrollment in Extension Courses . . . . + « + « « + +» . fecing p. 9k
4
: 20, Lessons Creded Per Month in Extension Department . . . . + « « » . . facing p. 96
k 21. Enlisted Students’ BeXTBCKS . . « « o o o « s+ « « s s o s s « + o o facing p. 98

22, "ChOW LANe" v 4 v « s ¢ o b o s e t s 4 s s s s s e s e e+ . Jfollowing p. 98

VIII

l . " - k. it 2 i, e aods ot A s ik i




e L e R e T L

4 e et e grerin b
o
LIST OF ILIUSTRATIONS
23. Fnlisted Students' Compeny Mess . . . « o« o o o 0 0 o 0 v 0 v 0 0 .preceding p. 99
1 24, Room in Student Offlcers' QUerters . o « « « o v ¢ o o0 v v v 0 v e facing p. 100
25,  Graduation Exercises . B, BEE & aBBE . A6 +F T BEE facing p. 104
' LIST OF TABLES
I. Percentage of Instructional Load by Departments for each Course . . . facing p. 24
'5 II. Table of Personnel - Adjutent General's School - March 1948 . . . . . facing p. 29
III. TNumber of Instructors Needed Per Course at The AdJjutant
1 General'™s SCHOOL v + & o s o o o & o o s & s s o= oxop e e w000 facing p. 30
1 i
]
&
P.
= g
&




e e e s i

CHAPTFR I

i INTRODUCTION

103 SCOPE AND PURPOSE OF THE SUKVEY

1. Pursuant to the recaumendation of Colonel Hexris F. Scherer, AGD, Commandant
of The AdJjutant General's School, Cemp Lee, Virginia, t~ The Adjutant General, the
3 Personel Research Section wes requested by the Chief, AGD Branch of the Manegement Staff
3 Division, AGO, to underiake & survey of The Adjutant General's School, The request
wes set forth in Disposeition Form, File Number AGCA-T, Subject: OSurvey of Educationel
# System of The Adjutant General's School, dated 29 October 1947. The scope of the survey
wes defined in the Disposition Form as follows:

"All aspects of the School's activities should be swiveyed, including
orgenization, administration, physical facilities, content and the organization
of curriculum, selection and training of instructore, instructionnl rethods, use
of instructional aids, persomel requirements {including civilian experts, if
any), examining and grading procedures, and extension courses. The report should
4 include specific recommendations, as well as general findings."

2. As set forth in AR 350-1800 (see Appendix B), the objectives of the School are:

"a, To instruct and train Army persomnel i approved doctrines, administrative
methods, and operative procedures in all pheses of the duties and responsibilities of
The Adjutant General's Department as prescribed in law and regulations.

"b. To facilitate the exchange of views of experienced edministrative personnel
relative to practical problems of The AdJjutant General's Depertment.

"¢c. To serve es an experimental agency of The AdJjutent General in the study,
development, and standardizetion of general administrative methods and operative procedures
of The Adjutant General's Department, perticularly of the following:

(1) Persomnel procurement, classificetion, reclassification, and
personnel menagemsnt,

(2) General business sdministrative procedures within the responsibility
~ of administrative personnel.

3 (3) Mothods and systems of record-keeping, for historicel as well as
current operative uses, per!-ining to individusls end units, with
a the attendant assembly, collation, storage, preservation, and
documentation of such records.

(4) The development of administrative supplies and speclal equipment
for administrative offices.

"d, To essist in the preparation of instructional manuals and pemphlets
covering all phases of administration.

"

1 e. To assisv in the preparation of instructional material for the Army
i ‘ Extension Courses of The Adjutant General's Department.

3 "f, To disseminate, as directed by The AdJutent General, information
pertaining to instruction and training used and developed at The Adjutant General's School."




gh6l £Tnp - Li6r Joquoydog woT3ONIRSUT JO S98aM0Y
1 erndIg




!
|
|
1

e

Gua s it L

Lad
S

e

gh61 LInp - L461 Jequerdes UOTIONIISUI JO 898.M0) jUSWIoIAd 1830] TBn3oy pue pejedioljuy

BT o ITJ

avaLov

— — —Q3LVdIJLNY

P ——

= Ny
—
—

-
-

Z
\\

’f

h S

— 001

— 002

—~00¢

—00¢v

— 00S

[—~ 009

— 00¢

— 008

—
"‘f

~l

-
"

4

N4

7

006

— 000l

se 81
NAP

14

82 12 ¢l
AVAN

L |0og €2 9 6

N
W
[
4

21
HVNA

'y

L2 02 €I
834

9

Ooc €2 91 6
NP

62 22 61 8
030

b L)

() I
AON

L2 02 €I
100

9

62 22 Sl 8
d3s

T R PSS N R N

o it




3. At the present time, the School 18 performing functions which come under the
purview of paragraphs 2a, d, e, and f above. No activity at the School 1s identified
readily as fulfilling the provision set forth in paragraph b. The functions detailed
in paragraph 2c are being performed by the various sections which have been established
in The AdJjutant General's Office for the purposes of conducting research and development
in the matters indicated.

4. The main responsibility of the School is in the conduct of courses of
instruction, both resident and extension, for officer and enlisted personnel, in order
to prepare them to perform the duties of various military occupational specialties which
are the primary responsibility of The Adjutant General's Department. The different
resident courses run for verying periods of time. Separate quotas have been established
for each course. Figure 1 shows graphically the courses of instruction which were
given from September 1947 through Juie 1948. The graphs show the length of the various
courses, the authorized enrollment in each, and the anticipated and actual enrollment
for the School as a whole,

5. The objectives of each course including two new courses which recently have
been inaugarated (the Officers' Personnel Manegement Course and the Enlisted AdmintA-
trative Technicians' Course, MOS 816) are as follows:

a. Courses for Officers

(1) Advanced Adjutant General Officers' Course:

To trein officers in sound principles of administration; to give
them a working knowledge of the organization, functions, and operations
of adjutants general and related activities; to develop, by study
and research, improved administrative methods with the obJective of
constantly insuring efficient administrative support of the fighting
forces; and to provide a general foundatica “or subsequent instruction
at a goneral Service School.

(2) Associate Basic Adjutant General Officers' Course:

To train officers i. sound principles of administration; to give
them a working knowledge of the organization, fuactions, and operations
of adjutant general offices of divisions and comparable unite and
installations; end to develop, by practical study, the faculty of
improving administrative methods with the objective of constantly
insuring administrative support of the fighting forces.

(3) Officers' Correctional Custodial Personnel Course:

To train and produce male officers to function efficiently as
custodial perdomel in correctional installations.

(4) Recruiting Instructors Course:

To develop officers into instructors capable of training recruiting
personnel in the most efficient and productive methods and technlques

of recruiting.
(5) Officers' Personnel Management Course:

To produce officers and warrant officers qualified to supervise and
administer the Army Personnel System and particularly the Career
Guidance Program,

it B e
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Courses for Enlisted Personnel

(1) Advanced Administration (MOS 502);

To train and develop selected enlisted personnel for administrative
assignments involving performance of dutiee comparable to those of
chief clerk, sergeant major, section chief, or principal clerk.

(2) Basic Clasaification (MOS 275):

To .produce enlisted personnel qualified to perform the duties of
Classification Specialists in any Army unit in time of peace or war.

(3) Personiel Management (MOS 290):

To’ produce personnel qualified to function efficlently as Personnel
Management Technicians.

(%) Machine Accounting (MOS 400):

To train enlisted personnel as electric tabulating machine operators
for duty in machine records units.

(5) Recruiting Instructors (MOS 3274):

To develop enlisted men into instructors capable of training
recruiting personnel in the most efficient and productive methods and
techniques of recruiting. :

(€) Correctional Custodial Methods (MOS 1677):

To train personnel to function efficiently as guards in a military
correctional installation. :

(7) Administrative Technicians' Course (MOS 816):

To train selected erlisted personnel as enlisted administrative
technicians qualified in administrative, personnel classification, and
other related clerical duties normally performed in Unit Personnel
Offices.

6. The Survey Commission made two visits to the School, one between 1 and 5-
December 1947 and the other between 9 and 11 February 1948. During the visits the members
of the Commiseion undertook to study and report on the following aspectes of the School:

a.

Location and Facilities of the School:

Is Camp Lee, Virginia, an appropriate location for The Adjutant General's
School?

Are the rhysical facilitles suitable for School use?

Are there an adequate nuxber of classrooms?

Are the classrooms properly furnished?

Are they adequately lighted?

Are they comfortably heated during cold weather?

Are they reasonably comfortable for occupancy in warm weather?

Are they readily accessible in relation to the living quarters of the
students? x :

Are they conveniently located in relation to the offices of staff and
faculty members?

Is there sufficient office space for staff and faculty members?

Is there adequate maintenance of buildings?

-3




Organization and Administration:

How is the School organized to carry on the various programs of instruction?
How are the various courses administered?

How do the administrative offices function in support of the training
mission?

Personnel:

Is there an adequate number of personnel to perform the various functions
of the School?

What additional positions and personnel would contribute to the improvement
of School functions? e
Can any positions currently established be eliminated to effect savings .
in personnel? :

Selection of Faculty:

What is the present procedure for the selection of instructors, officer and :
enlisted? .
What are the bases for the present selection procedure? 3
What are the qualifications by which instructors are selected? s
What procedures should be adopted to insure the most satisfactory procedure

for selection of officer and enlisted personnel for assignment as instructors? 3
Is the tour of duty of officer instructors of sufficient length to insure :
their maximum usefulness as instructors at the School?

Training of Instructors: 3

What is the present program of instructor training?

What are the plans for the further development of a program of instructor
guidance?

What should be the functions of the program?

What modifications should be made in instructor training in order to increase =
its effectiveness? . . 4

Student Selection and Guidance:

S

How are students selected (both officer and enlisted)?

Are all personnel who have particular and appropriate MOS's attending or
scheduled to attend approved courses at the School?

What are qualifications of the students in the various courses?

What information is obtained on the studsnts other than thet available from
military records which are forwarded to the School?

What research needs to be undertaken to determine qualifications for E
admission and to provide a basis for assignment upon completion of a course? =4
What use is made of information which is available about students? :
What 1s the organization of the faculty advisory system and how does it
function?

What is done about students who are deficient in reading ability, arithmetic
ability, study skills, knowledge of military information, lack of fundamental 3
aptitudes, skills, and the like, and ‘who, as a result, are handicapped
in achieving academic success?

What provisions have been made for handling students' personal problems
which interfere with academic achievement?

Programs of Instruction:

What procedures are involved in establishing courses at the School?

What jJob analyses are available for the MOS's in which training is given?
Has any study been undertaken to determine the significance of the content

N




of the various courses in relation to duties for whlch personnel are being

‘trained?

Have the various courses been organized on a functional basis to insure
that what is taught properly equips personnel to perform the dutles which
are characteristic of the particular MOS?

Is it desirable to include in the Advanced Adjutant General Officers
C-ourse the material for adjutante general which has been rrescribed as
being common in advanced officers' courses for all arms and services?
Could a combined course with the Quartermaster School be given to cover
common material?

Instructional Methods:

What are the various instructional methods used at the School and of what
does each consist?

What portion of the total time is devoted to each method?

What are the principles underlying the use of each nethod?

How appropriate are the methods to the content for which they are used?
How do the methods work in practice? '

How effective are the methods?

What modifications in methodslogy now in use would increase effectiveness 3
in learning? 5

Have types of instruction been selected In relation to the effectiveness
in accomplishing the various training missions of the School?

Materials of Instruction:

What types of materials are available for instructional and learning
purposes? .

What are the facilities for preparing such materials and for making them
available?

How are the materials and facilities used?

What other personnel materials and facilities are needed?

How can the materials of instruction, their use and facilities, be made
more effective?

What attention is given to relate particular instructional aids to
particular topics in order to make a proper selection of appropriate alds?
What kind of library of instructional alds is maintained?

Are facilities available for recording classroom activities?

What use 1s made of these facilities?

Is there an adequate number of appropriate training films available?

Library:

What library facilities are avallable to instructors and students?

What time is allotted in the programs of instruction for supervised study
during which library facilities could be utilized?

Are there departmental libraries?

What is the organizational control of the library and how does 1t 'affect
1ts functioning in relation to instructors and students?

The Evaluation Program:

What is the present evaluation ard marking program of the School?

Who determines what examinations will be given and how they will be prepared?
For what purposes are the examinations employed?

Who determines how examinations will be scored and what will be done with
the results obtained?

What analysis is made of examination results?

What use is made of the analysis (both in theory and in practice)?

Is a file of items for examinations maintained?

-5 -
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How effective is the Present evaluation program?

Is there a need for a civilian test technician to assist in the development
of examinations for the School?

“hat special abilitles are noted on the academic report for officer studentse
attending the various courses?

1. Extension Courses:

What are the purposes of the extension courses as presently conceived?
What is the content and organization of the courses?

What is the plan for the operation of the extension courses?

How effective are the courses likely to be?

Who pregares the extension courses?

What use is made of objective type exercises and examinatlons in the
extension courses?

Are the administrative procedures for handling extension courses adequate
and efficiently managed?

m. Welfare of mﬁsted Students:

Are enlisted students adequately housed?

Are the messing facilities well managed and is the quality of the food
served of a high order?

Are enlisted students required to perform military duties in addition to
attending the classes?

What recreational facilities are available to enlisted students?

Are transportation facilities adequate?

n. Welfare of Officer Students: B

What quarters are available for bachelor officers?

What quarters are available for married officers attending the Advanced
Ad jutant General's Officers' Course? .

Are messing facilities conveniently located for officer students?

o. Training Doctrine:

Is there an adequate and close liaison between the School and The Ad jutant
General's Office for obtaining quickly the information needed for

the development of training doctrine?

What office in the School is responsible for deterulning whether training
doctrine is up-to-date?

What is the relationship between the Scnool and other Army schools,
especlally the Command and General Staff College?

What facilitles and opportunitles, including travel, exist for instructors
to undertake necessary research to prepare their sub jects?

T. Collection of Data for the Study:

a. In the conduct of the study the members of the Commission individually, and
as a group, held conferences with the Commandant of the School, the Director of Training
(Assistant Commandant), the officer-in-charge of instructor guldance, the various department
heads and course directors, officer instructors, and enlisted instructors.

b. Such written material as was available was collected. This included
Department of the Army publicatlons regulating the funct'ons of the School » approved programs
of instruction, charts and graphs revealing information concerning the organization and
functioning of the School, training memoranda , student handbooks, and materials relating to
the SOP of the School.
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c. Visits were made to various classrooms for the purpose of observing
instruction in progress.

d. Informal conversations were held with students while visiting classrooms
and a company mese. Visits were made to the Library and the Visual Training Aids Section.
Visits were made to the Office of the School Secretary, the. offices of the extension depart-
ment, and the offices of various members of the teaching departments.

II. SUMMARY OF TEE FINDINGS AND RECOMMENDATIONS

The report of the Survey Commission is presented as a series of chapters following
the Introduction. Each chapter discusses the findings of the Commiseion as related to one
aspect of the study. Each describes the present conditions, plane, and procedures; offers
relevant evaluations and criticisms; and sets forth recommendatlions concerning desirable
modifications. Since the primary concern of the survey is with situations where improve-
ment can be made in the work of the School, the Commission has limited this report mainly
to discussing those situations where it was felt that improvement could be made in accom-
plishing the mission of the School. As a result, many excellent aspects of the cperation
of the School have been ignored or described inadequately. The entire report is summarized
briefly in the paragraphe immediately following. The recommendations which are made con-
cerning each aspect discussed follow the summary paragraph.

1. Tocation and Facilities of the School (Chapter IT)

a. Summery of the findings The location of The Ad jutant General's School at
Camp Lee, Virginia, is poor. The physical facilities are inadequate for the purposes of
properly housing a school. Supporting services to the School from the post are insufficient

and slow. Camp Lee, Virginia, 1s not located conveniently to reesources needed for the proper
fulfillment of the dchool's training mission.

b. Recommendations

(1) That an Adjutant General's Training Center be established on & post

where there are permanent type buildings which can be converted to suitable facilities for
the conduct of a school.

(2) That the post selected should be near a netropolitan center, where large .
industrial and business concerns are located and where a university with work of recognized

standing in the fields of personnel psychology, personnel management, and business admini-
stration is established.

(2) The post also gshould provide as much opportunity as possible for
the observation of and supervised practice in office and personnel management procedures
which are typical of the Army situations for which students are being trained.

2. Organization and Administration (Chapter III)

a. Summary of the findings. Because of the dual organization, involving
geparate course directors and department heads, there 1s a duplication of effort and con-
fusion in responsibilities regarding conduct of programs of instruction. By creating two
new departments, namely, & Recruiting Methods Department and a Clerical Training Department,
there will be a separate department with primary interest and concern in each course given
at the School. Direction of various programs of instruction then can be vested in department
heads. There is a definite need for the establishment of an Analysis and Review Section to

consider the various matters which affect the overall development of the educational program
at the School.
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b. Recommendations

(1) That the position of course director be eliminated and responeibility

for administering the separa
major portion »f the subject-matter included in the courses.

(2) That two new departments be created,

ment and a Clerical Training
- sibility in these matters an
! courses corresponding to them.

E (3) That an Analysis and Review Section

' Director of Training (Assistant Co
| ! furnieh analyses of all phases of the educational program and to gul

development.

3. Personnel (Chapter Iv)

TR

- 1s inadequate for meintaining its various activities.

positions to permit t
gervicgs on & continuing basis.
nel 1g heeded to permit the School to increase 1ts staff and faculty.
B the dovelopment of & more practical basis for determ
E personnel at the School than exists at present. Ability
I quickly to meet emergency situations is most important.

b. Recommendations

| (1) That the personnel ceiling ~»f The Adjutant Gener
to provide the necessary personnel to maintain all of it
of efficiency with especial reference t5 eliminating the use of st
duty rosters when 1t interferes with their attendance at classes.

(2) That additional positions be aut
oersonnel needed to improve the educational program of the School.

o

i (a) These positions include a psycho-edu
E’ nel technician (tests and measurements) for the proposed Ana
civilian instructors;

3 (3) That a more practical and realistic ¥
mating the needs for {nstructional personnel at the Schoo
{nstructional personnel to meet emergency si
cations submitted, even if the request excee

and Review Section during the summer mon
{n education and psychology.

4. Selection of Faculty (Chapter V)

a. Summary of the findings. The selectl
dent upon chance factors. Present conditions which prevent
tndefinite period present a considerable handicap in develop
o>fficer instructors. At the present time, there is no career
the capacity of an instruc
at various service schools 1s an Army-wide problem. Selection >f en
can be made with a reasonable degree of assurance for obtaining pote
interested teachers. Their assignment as {nstructors is on a more P
quality of instruction
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(4) That a plan be developed to augment the staff of the p
ths by utilizing reserve officers

being obtained from enlisted instructors is excellent.

te courses be placed with the department heads providing the

be established directly under the
mmandant) to act as hie gtaff with the primary function to
de its further

a. Summary of the findings. The autnorized personnel strength at the School
There is a need for additional

he employment of civilian specialists who can provide technical
Furthermore, an increased authorization for military person-
There is a need for

ining the needs for instructional
to adjust personnel ceilings

horized to provide technically trained

cational adviser and a person-
lysis and Review Section; key

a professional 1i{brarian; and an instructional aids supervisor.

ardstick be determined for esti-

1 and that requests for additional
tuations be evaluated in terms of the Jjustifi=
de the established personnel ceiling.

roposed Analyeis
who are specialiste

ng effective
e Army in

namely, & Recruiting Methods Depart-
Department, to relieve the Administration Department of respon-
d to provide departments of primary interest for training

al's School be increased
s various activities at a high level
udent personnel on extra

on of officer instructors is too depen-
retention of officers for an
ing and retainl
for an officer in th
tor at a school. Selectlion (and training) of officers t5 instruct
1isted instructors
ntially qualified and
ermanent basis. The
Enlisted
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classee are, in general more responsive to enlisted instructors than to officar !nstructors.
One poeaibility for providing more stability in the instructional staff at the School is t»>
employ & few well qualified civilian instructors in the various departments where they can
be used because of the nature of the subject matter taught.

b. Recommendatv.ions

(1) That a recearch program be undertaken by the Department »f the Army on
the subject of selectlion, assignment, and promotion of >fficer and enlisted instructors at
Army schools t> determine specifically:

(a) Desirable qualifications for effective and successful instructors.

(b) Instruments which can bo employed in selecting potentlally
successful Instructore.

(¢) The place of Instruciors in the career management program >f the Army.

(&) Necessary modifications in personnel policy and management to insure
that Army schoole are provided with the best possible instructors.

(e) Proper allocation of grades t> Army schools t> Insure that desirable
int tructors of a high calibre are assured of promotional possibilities.

(2) That as rapidly as poseible the staff >f enlisted instructorse be
increased to the point where enlieted courses are taught almost exclusively by them, provided
that they are as well qualified t> teach as are the available officer inatructors.

(3) That a few key civllian instructors in the Civil Service Gradee of P-k
through P-6 be appointed to teach non-military subject-matter provided:

(a) That the civilian instructors shsuld have, or be able to obtain, the
necessary military background so that their teaching can be functionally related %> military
situations.

5. Training of Iastructors (Chapter VI)

a. Summary of the fin ings. The present instructor suidance program at the
School possesses many commendable featurss, but is inadequate in relation to the problems pre-
sented. The problems include: relatively rapid turnover of instructor personnel; assignment
>f new instructor personnel untrained for teaching; inherent lack of interest in teaching at
an Army achool; assignment of inastructors on an individual baeis; lack of relationship
between instructor guidance and the development of overall educational policies at the
Schosl; an® the need for continuwous in-service training of instructors. Many of the problems
involved in maintaining an effective instructor guidance program at the School require con-
sideration on an Army-wide basis for their eventual eolution., In any case, many steps can
be taken at the School to strengtien its instructor guidance program under present circum-
stances.

b. Recommendations

(1) That research be undertaken by the Department of the Army to determine
the extent >f the need for and the feasibility of establishing a central training school for
Army instructors. The research should include:

(28) An investigation of the variety of educational methods and tecaniques
vhich are employed t» accomplish specific training miseions at various training centers ard
schools in order to determine whether there are commonly employed ones. If this were found
to be the case, 1t would be desirable and economical to establish a central training school
or schocls for potential instructors.



(b) An analysis of existing training methods to determine whether they
are the most effective ones in relation t> the training objectives >f the programs of
instruction in which they are employed.

(c) A determination >f the amount of improvement which a central training
a‘hool for instructors would make by ralsing the general level and effectiveness of Army
instruction.

(2) That the Tnstructor Guidance Prograr at The Adjutant General's School
be made a part of the work of an Analysis and Revlew Section,

(3) That the Instructor Guidence Program at the School be strengthened by
increasing the variety of activities in which instructors will be engaged in the interest of
improving thelr teaching and by relating the Program to the observed needs >f the instructor
specifically.

() That the Department of tue Army investigate the problem of essigning
instructors to The Adjutant General's School and, if possible, adopt a policy of assigning
instructors to the School in groupe not more than four times a year.

(5) That an objective rating method for the purpose of obtalning student
evaluation of the instructional program be devised and employed.

(6) That the Commandant of the School requesat the Commandant of the Command
and General Staff College, Fort Leavenwsrth, Kansas, for permission to detail the officer-
in-charge of inatructor guidance, and an assistant if possible, to audit the instructor
guidance course to be given there during the summer of 1948.

6. Student Selection and Guidance (Chapter VII)

a. Summary of the findings. Prerequisites for attendance at the various courees
at The Adjutant General's School have not been establighed on a valid basis in relation to
requirements for successful performance of duties In the various MOS'es for which training
ls glven. Such prerequisites as have been established are based upon "expert" opinion as to
what constitutes desirable qualifications. Selection of students who> meet the established
minimum qualifications is dependent more upon immediate availability of purasonnel for assign-
ment to Schnol 1in order to meet established quotas than 1t 18 upon the possessiosn of the
necessary sultable qualifications and interest in undertaking the training for assignment
to duties in a particular MOS. In some enlisted courses, the percentage of volunteera for
training in a particular MJS is high, and as a consequence, interest in training 1s high and
student morale is excellent. In other courses, student morale is poor. Primarily needed are
the results of personnel research which is currently in progress at the Department of the
Army. This research will relate MJ3S requirements to personnel selection and will furnish
a more valid set of qualifications as prerequisites for selecting personnel to attend the
various courses at the School. There is needed a basis for a more orderly system of selec-
tion for attendance at the School than exists at the present time. An 'nventory test should
be developed on an experimental basis %o be given students enter!ing eaci course. Such a test
18 needed to determine data regarding the qualifications of students. Also, it will de
useful in determining what level of instruction 1s needed for students entering the various
courses. In conjunction with the faculty advisory system, a student guidarce service 1s
needed to render diagnoetic and remedial services in the area of educational counseling.

b. Recommendations

(1) That representation be made to the Department of the Army of the urgent
need for research in order to establish more precisely qualifications for selection of per-
sonnel to attend the various courses at The Adjutant General's School and for determination
of an orderly system of attendance for thoase personnel whose Army careers will be furthered
by doing so.

- 10 -
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(2) That an investigation be made at the School of the qualifications of
students entering the various courses through the development and administration of inven-
tory tests. These will permit the obtaining of data upon which to base determinations
looking toward the securing of groups of students with rolatively homogeneous backgrounds
of knowledge and experience for the various courses.

(3) That the faculty advisory system be strengthened and a student guidance
service, staffed with personnel qualified to render diagnostic and remedial services in the
area of educational counseling, be established. This would include not only assistance
with personal problems of a non-clinical nature, but the determination and correction of
deficiences in reading, arithmetic, study skills, knowledge of military information, and the
like.

7. Programs of Instruction (Chapter VIII)

a. Summary of the findings. Precise definitions of the training missions o>f the
various programs of instruction given at the School are lacking. Since training is given
for the performance of the duties for epecific MOS's or for staff and administrative posi-
tions, it is possible to obtain detailed job analyses which would reveal the training
requirements for each. These could be used as the basis for the development of programs of
instruction which should be organized realistically to provide practice in the performance
of duties according to the Job elements actually involved. At the present time, programs of
instruction are organized according to> what various experts think personnel should know in
order to undertake the duties of the various MOS's for which training is given. The content
1s presented in some predetermined logicel manner which may or may not be related to the
informetion and skills used in the actual performance of duties. The approach is academic
rather than practical, structural rather than functional. The practical work that is
included in the various programs of instruction is usually unrelated to the content, which
is presented in an academic manner. The programs of instruction are not totally ineffective
organized as they are, but they can become more effective by being reorganized to provide
learning situations which are related more closely to the actual performance of the duties
in the various MOS's. By so reorganizing the programs of instruction, each will be- mue more
functional for training personnel to become proficient in the performance of the / .8 in
an MOS or in a staff and administrative position.

b. Recommendations

(1) That The Adjutant General's School be furnished detailed job analyses,
showing training requirements for each MOS, staff and administrative position for which
personnel are trained in the various programs of instruction given at the School. Such
Job analyses should be based upon field research.

(2) That the various programs of instruction given at the School be
reorganized on a functional basis. A clear-cut statement of the training mission for each
course will serve as the basis for organizing the curriculum, selecting appropriate instruc-
tional methods, and evaluating student progress by examinations.

8. Instructional Methods (Chapter IX)

a. Summary of the findtng . Methods of instruction at the School reflect
stereotyped training practices which have bteer imposed upon the Army as a whole through the
official training manual on Army instruction. More thought needs to be given to adopting
instructional methods which are more suitable for the accomplishment of the specific training
mission in each program of instruction. As a consequence, the actual practices are, for the
most part, faulty in relation to content which should be included in each course in order -
to prepare students to undertake duties in the particular MOS for which they are being
trained. At the present time, students spend too much time in classrooms listening in a
passive manner. Much of the material presented in classrooms could be learned more effec-
tively and efficiently if it were mimeographed or printed for individual study. There is
need for the development of a greater variety of instructional methods. Those providing
opportunities for learning various aspects of a Job in a realistic manner in relation to the
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Job as a whole will place more emphasis upon "learning by doing," and should be adopted. :
b. Recommendations

(1) That the number of conference and lecture hours be reviewed in relation
to their content with the object of substituting, wherever possible, more active learning
situations, such as demonstrations, field trips, laboratory exercises, committee work, and
supervised individual study.

(2) Lectures should be virtually eliminated, except for certain special
purposes which should be specified clearly.

(2) Thet much of the content now presented be reduced to mimeographed and
printed form and students be made responsible for learning it outside of class time.

(3) That as the various programs of instruction are reorganized on a more
functional basis, a greater variety of instructional methods be employed and instructors
be given special training in their use in order that they may be employed effectively.

(4) That instruotional methods be better integrated so that units of work
taught by different instructors fit a whole pattern of instruction. By doing this tae
elements of a job will be learned in a more realistic manner in relation to the Job as a
whole.

(5) That the number of lecture or conference hours and other methods
involving passive learning by the students be reduced to a minimum, not to exceed five
hours a day.

(6) That in reorganizing the programs of instruction on a functional basis,
the 50-minute class period be adopted in order to furnish a flexibls unit of time for
presenting units of instruction.

9. Materials of Instruction (Chepter X)

a. Summary of the findings. Inadequate use is being made of instructional aids,
mainly because personnel and facilities for the construction of suck aids are limited. Fur-
thermore, there is no person professionally trained to plan the davelopment of effective
instructional aids and to guide the instructional staff in employing them properly. Support-
ing services from the post are inadequate in supplementing the School's own resources for
development of instructional aids. More planning needs to be done in order to provide for
the acquisition of instructional aids over an extended period of time. Finally, facilities
need to be provided to make the available training aids more accessible to instructors,
especially while they are in the process of preparing lesson plans.

b. Recommendations
(1) That a professionally trained civilian be employed to take charge of the
planning, development, and use of instructional aids.
(2) That adequate physical facilities be provided to house properly the
Training sids Section.

(3) That the scope of activities of the Training Alds Section be expanded
to include such things as photographic laboratory, sound recording and reproducing, carpen-
try facilities, reproduction facilities, and the like.

() That provision be made to train instructors more thoroughly in the use
of training aids.

(5) That additional personnel be added to the Training Aids Section to
enable it to renaer adequate services to the instructional staff with minimum delay.

(6) That the School plan its needs for additional training films and request
their production with appropriate justifications 'in the order of their importance.
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(7) That duplicate catalogues of avallable training aids be established in
the School Library and that appropriate sut ecta be extracted to establish aeparate ceta-
logues in each Department.

10. Library (Chapter XI)

a. Summary of the findings. The Library is housed as adequately as possible,
coneidering the physical facilities available at the School. Its use, as presently con-
celved, is primarily for recreational reading. One small reference room has been ret aside
for technical materials needed by instructors in preparing to give instruction. A reorien-
tation toward the purposes which the Library should serve should be made. It should become
an integral factor in the educationsl program >f the School. To this end, the provisions
of AR 350-110 concerning a school library should be implemented by the employment of a
civilian professional librarian and the appointment of a faculty library committee.

b. Recommendations

(1) That the provisions of AR 350-110 concerning a schiol library be
implemented with the

(a) Employment of a trained civilian librarian on a permenent basis.

(b) The appointment of a library committee to supervise and to plan
the use of the Library.

(2) That the School Library be developed along the lines of becoming an
integral part of the educational program as well as & recreational reasding center.

11. The Evaluation Program (Chapter XII)

a. Summary of the findings. The present examination program serves the purpose
only of determining grades upon which students can be passed or failed in their respective
courses. Examinations are unrelated to the purported training missions in the variosus
courses. They do not give a true evaluation of how well students are prepared to undertake
duties for which they supposedly have been trained. The examinations are objective In
nature and are composad of items which test knowledge of a wiscellaneous collaction of 1iso-
lated and unrelated facts. Final class standings, as based upon the present examination
program, are unrelliable and invalid for indicating the true worth of students. The services
of a professionally trained test technician obviously 18 needed very much. The purpose
which examinations should serve should be examined in relation to training requirements of
the various MOS's for which the courses offer inetruction. Ways and means need to be devieed
for examinations to serve the purpose of evaluating students' progress at various stages
in the training programs. The mechanics of the examination system need to be revised in
order to provide better methods for preparing and interpreting exeminations., Finally, for
officer students, more attention should be given to sbserving special aptitudes for reporting
pwrpoees on the Academic Report required under the provisions of AR 600-185,

b. Recommendations

(1) That the purposes and methods of the evaluation program at the School
be re-examined with the view that examipations are to meaesure the accompilehment of the
mission of a course, rather than measure the immediate rote mastery of information. The
evaluation program should subsequently be reorganized as an integral part of a more func-
tional educational program in the various courses of instruction.

(2) That a civilian personnel technician who is a specialist in tests and
measurements be employsd as a member of th~ Analyeis and Review Sectlion,

(3) That test preparation be placed in the hends 5f departmental committees
subject to review by the Analysis and Review Section.
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(4) That a greater variety of objective test forms be utillized consonant
with the purposes to be served by the evaluation program at the School.

(5) That in place of the present grading system a standard score eystem for
interpreting teat results be employed.

(6) That a test item file be organized and kept current on the basis of
statistical item analymses.

(7) That more significance be attached to the provielone in AR 600-185
for rendering Academic Reports for officer etudents by developing methods for observing
special aptitudes of importance.

12, ZExtenclon Courses (Chapter XIII)

a, Summary of the findings. Duplication of effort existes in Extension Depart-
ment personnel and the teaching staff. Both prepare the same material for instructional
purposes, the former for inclusion in correspondence courses, and the latter for presentation
in the classroom. With additonal time allotted to them for the purpose, resident instructore
could well prepare the same material for inclusion in correspondence courses which they pre-
pare originally for classroom presentation, The correspondence courses which have been
prepared at the School could be improved markedly by converting the present easay-type
exercises Into objective-type exercises of sequentially graded difficulty. At least one
problem requiring independent study and creative work on the part of the student should
culminate the work in each sub-course. The administration of the correspondence courses ie
exemplary for efficiency and is to be hignly commended.

b. Recommendations

(1) That the writing and the revision of lessona, sub-courses, and courses of
the Extension Department at The Adjutant General's School be the responaibility and part of
the duty of the instructors who teach the same units in the resident courses.

(2) That wherever possible, the present lesson requirements which require
preparation of essay-type answers be converted to obJective-type exercises.

(3) That the student, after progressing through problems 5f increasing
difficulty, climax each correspondence sub-course with at least one problem requiring some
independent study and creative work.

(4) That the writing and revision of technical manuale, field manuals, and
other Department of the Army publications and the conduct of apecial studies directed by
higher authority be assigned to the propoeed Analysls and Review Sectlon.

13. Welfare of Enlisted Students (Chapter XIV)

a. Summary of the findings. Provieions for the welfare of enlisted students
attending the School are excellent under the circumstances which prevaill. The administrative
staff of the School 1s conscious of the needs >f enlisted students and is interested in
promoting the various aspects involved in providing for their welfare. Barracks are as
comfortable as they can be mads. Company messes are well managed. The quality of the food
1s excellent, The mess halls have been made bright and cheery. Few complaints were received
from students, who for the most part spoke highly of the efforts being made in their behalf.
A whole day is devoted to a student orientation program when students first arrive. There is
need for a student handbook. The one obviously undesirable practice is denying Class A pass
privileges to students if their academic work is unsatisfactory.
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b. Recommendations

(1) That a student handbook be published and distributed to all new students
getting forth such essential things as living arrangements, need for extra duty rosters,
class attendance requirements, study arrangements, explanation of faculty advisory system,
recreational facilities and prograus, and the like.

(2) That the practice of taking away Class A pass privileges because of
unsatisfactory academic work be abandoned in favor of dealing with such cases through the
proposed faculty advisory system and educational guidance program.

14. Welfare of Officer Students (Chapter XV)

a. Sumary of the findings. The living conditions for officer gtudents attend-
ing the School compare favorably with those at most other Army posts where housing is in
temporary wooden buildings. The only problem is the lack of an adequate number of family
quarters for officer students attending the Advanced Adjutant General Officers' Course.

b. Recommendation

(1) That some time prior to the arrival of the officers to attend the next
and subsequent Advanced Ad jutant General Officers' Course an attempt be made to determine
how many of the married officers will desire family quarters and that arrangements be made
with the post to reserve such quarters, providing they become available in time.

15. Training Doctrine (Chapter XVI)

a. Summary of the findings. There is an inadequate liaison between the School
and The Adjutant General's Office for the purpose of keeping the School informed conceranlng
developments which will modify its training doctrine. The travel of instructors to study
and observe at various civilian organizations and other Army installations should Dde

R ‘,.x).é_.‘.nﬂ

encouraged. There 1s a need for an exchange of information among Army schools in the interest

of a closer integration of training doctrine.
b. Recommendations

(1) That a 1laison officer for The Adjutant General's School be designated
in The Adjutant General's Office. His full-time duty assignment should include the follow-
ing provisions:

(a) That this liaison officer devote his efforts primarily in assisting
the School in developing training doctrine, and

{b) That he spend at least one week out of every four working at the
School. .

(2) That , whenever necessary, instructors at the School be encouraged t>
make field trips to obtain information which will assist them materially in the preparation
5>f instructional materials.

(3) That if the proposed central training school for Army instructors is
established, 1t be charged with the responsibility for providing ways and means for the
exchange of information among various Army schools, especially concerning the integration
of training doctrine.

16. Implementation of Recommendations (Chapter XVII)

a. Summary of the findinge. Some of the recommendations can be carried out by
the School under its own authority. However, there are many of the recommendations which
require that action be initiated by The Adjutant General's Office. At the conclusion of
Chapter XVII, the recommendations have been grouped accordingly.
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b. Final Recommendation

That a follow-up survey of The Adjutant General's School be initiated and
conducted by The AdJjutant General's Office somstime between 1 July and 1 December 1949 to
determine what progress will have been made In Iimplementing the recommendations set forth
in this report and in what ways the recommendations should be modified in the light of the
conditions which will exist at the time of the follow-up survey.
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CHAPTER II

LOCATICN AND PHYSICAL FACILITIES

1. LOCATION OF SCHOOL AT CAMP IEE, VIRGINIA

1. Is Camp Lee, Virginia, an appropriate location for The Adjutant General's School?

The Adjutart General's School wes located at Camp Lee, after the facilities of the
post had been allocated primarily to serve as & Quartermaster Training Center. As a con-
sequence, by the time that The Adjutant General's School wus moved to Camp Lee, most of the
funds available for renovating temporary wooden buildings on the post had been used for
accommodating the Quartermaster School and its sttendant activities. The main facilities
of the post such as the station hospital, Department of the Army theaters, quarters for
officers, Post Exchange, Quartermaster Commissary, and the 1like are located so that they are
not conveniently accessible to The Adjutant General's School area, Figure 3 is amap of
Camp Lee, showing in outline, the location of The Adjutant General's School area and its
main features in relation to other areas on the post.

2. Are th_e physical facilities suitable for School use?

The School occupies temporary wooden buildings. As will be seen from the map,
they are spread over a coneiderable erea. The headquarters buildings are located a con-
siderable distance from the classroom buildings as are also the offices of the staff and
faculty. The buildings which house the library and visusl training aids section are located
at some distance from both the classrooms and the offices of staff'and faculty. Barracks
for enlisted students and the bachelor officer quarters for officer students are a consider-
able distance from the classrooms although they are Jloceted more conveniently in relation to
the library. Enlisted messes are in the company areas occupied by the enlisted students.
From the standpoint of the extent of the facilities, they cannot be Judged inadequate in
relation to the number of students detailed to the School; the number of different courses
taught; the size of the gtaff and faculty; and, the supporting activities which must be
maintained to accomplish properly the training mission. However, they are deemed undesir-
able from the standpoint of operating & school. There are too meny small separate buildings
scattered over a relatively large area, each devoted to some discrete aspect of the School's
activities. Fewer and larger buildings would make for more efficient operation and for more
effective edministration and supervision of the various ectivities. Also, if they were con-
veniently grouped, reduction in time spent by personnel in traveling among buildings would
effect & material saving in man hours of time which are devoted now to such traveling.

3. Are there en adequate number of classrooms?

Two typee of buildings have been adepted for classrooms. One type, the only one
in use et preeent, consists of small one-story buildings with space enough for one classroom.
The other-type consists of the two-story wooden barracks, the lower floor of which has been
converted into claserooms. Student load, or number of different courses given, does not
require that the latter type be used at the present time. From the standpoint of arrange-
ment, they are the lees desirable classrooms of the two types available. Supporting posts .
in the center of the room seriously obstructs the vision of students seated behind them in
relation to the instructor's platform and the blackboard. At the present time, there is an
adequate number of claserooms of the more desirable type available. Any expapsion in number
of students or increase in number of courses offered will require that scme of the less
desirable classrooms be used. One exception is noted to the above. The classrooms for the
Machine Accounting Courses are located in a large warehouse building which is entirely
unsuitable for the conduct of classes. It has a large, extremely high-ceilinged interior,
concrete floor, poor exterior lighting for reading and writing at a desk or side-arm chair,
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overhead radiators, and, in general, all features which are undesirable for a classroom,
although they msy serve quite suitably and adequately for warehousing purposes. ZEspecially
notable and undesirable is the lack of acoustical sound control. Consequently, classes are
disturbed constantly by nolses such as volces, opening and cloeing of doors, leaky radiators,
operating business machines, and the like.

L. Are the classrooms properly furnished?

Classrooms in general are equipped with a table or a desk for each student. They
have a medium sized blackboard located usually at one side of the front wall in back of the
instructor's roetrum. The lecture platform is elevated some two feet from the floor and
lecterns are provided., Space is available in front of the classrooms for charts, maps,
projection screens and other paraphernalia utilized as instructional alde. Each of them will
accommodate 35 students comfortably and conveniently without crowding. A few will accommo-
date 50 students as easily. The classroom used for the Advanced Adjutant General Officers'
Course 1s equipped vith sliding panels on the side of the instructor's platform for use in
arranging instructional aids in classroom presentaticns, Projection equipment is available
and classrooms can be sufficiently darkened to pe..it its use, In general, the classrooms
can be rated as being vell equipped for carrying on the typical everyday inetruction which
is given at the School.

5. Are classroome adegquately lighted?

Many of the cleassrooms are equipped with fluorescent lighting. Care has been
exercised in planning so that such lighting hae been provided where most needed. Otherwviee,
exterior lighting and drop light fixtures with incandescent bulbs of sufficient wattage
furnish adequate lighting in all the classrooms with the exception, as noted above,of the
classrooms used in the Machine Records Accounting Courses,

6. Are clasesrooms comfortebly heated during cold weather?

The answer to this question is an unquali’ied "No." Classrooms are either too
cold in the morning because newly bullt fires do not generate sufficient heat prior to the
time when the first class meets, or they are too hot as the day wears on because the fires
must be maintained at full blast in order to keep them burning. It should be explained in
this connection that, because of the type of soft coal burned, fires cannot be banked.

They require constant attention and must be fired steadily and kept burning at a white heat,
or they will die out quickly. Thermostatic control is practically impossible. In addition
to the poor gquality of soft coal burned which makes thermostatic control unfeasible, very
few of the thermostats are in working order., Then too, they are usually placed on the wall
separating the furnace room from the main room which is the warmest spot where they could be
located. The heating situation, therefore, causes considerable interference with normal
classroom activities during the winter months.

T. Are classrooms reasonably comfortable for occupancy in warm weather?

The one-story classrooms are not comfortable during warm wveather. Cross venti-
lation can be obtained, but there is little dead air space between the room and the roof.
Consequently, there is nothing to prevent the sun heating the room by directly warming the
air in the room. The classrooms located on the first floor in the two-story barracks will
be relrtively more comfortable during warm weather. Considerable discomfort with its
resultant distracting effects is serious during the swmer months.

8. Are the classrooms readily accessible in relation to the living quarters of the
students?

As can be seen from the map in Figure 3, the students' living quarters are a con-
siderable distance from the classrooms. Under good weather conditions,this 4is not e
hand‘cap. In fact, the walk to and from the classrooms can be considered a healthy relief
from sitting in the classroom for unduly long periods of time. In bad weather, it is an
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Figure I

Classroom Converted from Barracks
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undesirable feature of the physical arrangement of the school facilities. Studente come
into the classroom wet, thoroughly chilled, or overheated, as the case may be.

§. Are the classrooms conveniently located in relation to the offices of the staff
and faculty members?

The offices of the staff and faculty are located an even greater distance from the
classroom buildings than are the living quarters of the students. Several disadvantages
result from having the offices of the staff and faculty so widely separated from the class-
rooms. If each member of the staff and faculty were to vieit a classruom at least once a
day, each would spend on an average of at least a half hour in walking. Since many members
use private cars for transportation from office to classroom and back, on the average, not
ag much time is actually epent. However, there are many staff and faculty members whose
duties require numerous trips to and from the classrooms each day if they are to carry out
their proper administrative and supervisory duties. In such cases, they either spend a con-
siderable proportion of their working day in traveling, or they remain in thelir offices
attending to adminietrative details at tho expense of supervision, even though the latter
may be & more important aspect of their duties. The dietance between offices and claserooms,
therefore, is conasidered to be excessive and 1s & handicap to the staff and faculty in per-
forming the duties which are expected of them.

10, Is there sufficient office space for staff and faculty members?

There is sufficient office space available for staff and faculty. The head-
quarters occuples & group of bulldings originally designed to serve as a division head-
quarters (See Frontispiece). Faculty offices, for the most part, occupy one story buildings
originally designed to serve as battallon heedquarters. Except for the scattering and the
distance between offices and classrooms, the provisions for office space are adequate.

11. 1Is there adequate maintenance of bulldings?

For the maintenance of utilitier such as plumbing, painting, lighting, and the
like, the School 1s dependent upon the post. Shortages of personnel on the post make such
services extremely slow. Work orders for maintenance services are backlogged at a very
serious rate. 1In general, malntenance of the buildings by the post is inadequate. This
situation pute an added burden upon the limited overhead personnel of the School to perform
emergency and temporary maintenance which the post 1s obligated to do, but cannot furnish
when needed.

IT. OBSERVATIONS

1. The location and the facilities of the School have been examined at length and in
detail because a good location and an adequate and proper phyeical plant for tue School are
fundamentally important inesmuch as they either facilitate or interfere with the conduct of
ite training miesions. In this instance, the location of The Adjutant General'a School at
Camp lee, Virginia, is a poor one, both from the standpoint of convenlence and of the physi-
cal facilities available for housing it.

2. As will be brought out clearly later In this report, the nature of the training
mission of the school requires a location which is readily accepsible to outslde resources
which can be utilized in developing units of instruction in personnel management and office
management. Such necessary facilities are the resources of universitles, industrial plants,
and business concerns. None of these resources 1s avallable within a reasonable distance of
Camp Lee, Virginia. Furthermore, transportation to and from the post is difficult.
Visiting lecturers from within and without the Army are important in carrying out certain
aspects of the instruction given at the School. More of them could be obtained 1f the
School were located near a large metropolitan center where transportation fac!lities would
be better and more convenlent than they are at present. Busy and important people whose
contributions would be a real asset to the work of the School hesitate to make the long trip
Just to present a one or two hour lecture. If the School were located near a metropolitan
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center, guest speakers of note and of recognized eminence in their respective fielde could
be obtiined more readily and would render distinct contributions to the instruction given
at the School, Particularly important is & location near a university,or universitios,
wvhich are recognized for their courses in personnel psychology, personnel management, and
businoss administration,

a. It 1s desirable that the opportunity exist for etudente to obeerve good office
and personnel management practices in an Army installation and to have the opportunity for
supervised practice as part of their training programs. There 18 probably no one Army post
valch provides all the situations which illustrate the teaching at the School. However, in
selecting a location for the School, thie requirement should be kept in mind and, other
things being equal, the post which provides the most sultable cpportunities for observation
and osupervised practice is to be preferred.

3. In terms of the facilitiea available to The Adjutant General's School at Camp Lee,
Virginia, it is a most unsuitable poat for the location of the School. The School would be
better situated 1f it were located on a post devoted solely to Adjutant General's Department
training facilities. It needs permanent buildinges of & type which are adapted specifically
for the conduct of a school or vhich could be adapted readily for that purpose., Fort
Sheridan, Illinois; Fort Tilden, New York; Fort Hayes, Ohio; or Fort Tctten, New York; are
examples of posts which would be suitable locations for an AdJutant General's Department
training center, both from the standpoint of location near a large metropolitan center and
from the availability of suitable permanent buildings which could be adapted for School use.
Although there ie a 15-year building program planned for Camp Lee, Virginia, it will be a
cons iderable period of time before The Adjutant General's School is adequately provided with
suitable buildings. Meanwhile, the maintenance of the present bulldings as & plant adequate
for a School 1s almost a hopeless task as well as an expensive one. At the best, for a
perlod of years, if the School ie continued at Camp lLee, the facilitles available will be
only renovated wooden buildings which appear to be deteriorating faster tnan their upkeep
can be mAaintained.

L. If the activities of The Adjutant General's Department as presently constituted
are to continue as a permanent feature of the organization of the Army, it 1s considered
essential that a proper tralning center be available to emphasize and to dignify ite impor-
tance in the eyes of all Army personnel and of .dJjutant General's Department personnel in
particular., Since the founding of The Adjutant General's School at the Army War College,
it has never enJjoyed the reputation and the respect that the importance of ite mission
deserves., Adverse criticiem of the School's effort has been constant throughout ite history.
A "second-hand" location for the School, which is the best that Camp lee, Virginia, can
afford it, now or probably in the future, will not contribute to efforts to enhance its
effectiveness with resultant lmprovement in ites reputation. If responsibility for carrying
out the administrative and personnel policy of the Army ie to continue to be an important
reaponsibility of The Adjutant General's Department, proper and entirely adequate training
facilities are warranted. It cannot be emphasized too strongly that in order for training
of Adjutant General's Department personnel to achieve the desired objectives, suitable
training facilities in a desirable location are required. The Survey Commission assumes
that the training misesion of The Adjutant General's Department is of sufficient importance,
in relation to the mission of the Army as & whole, to Justify the establishment of an Adju-
tant General's Department Training Center at a suitable post devoted solely to the purpose.

5. The Survey Commission considers that the location and the physical facilitles of
The AdJjutant General's School are most serious impediments to the effective and efficient
accomplishment of its training mission. Numerous times dwring the conduct of the survey
the Commission consistently came face-to-face with two facts:

a, Present practices in organization, administration, instruction, supervision of

instruction, etaffing, duty assigmments, and the like, are necessary under the conditioms.

b. Improvement or correction of an existing practice is not feasidble under the
conditions.
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6. Many of the Survey Commission's suggestions and recommendations which are to
follow in thie report are predicated either in whole or in part on the assumption that some
improvement in location and physical plant must be eccomplished.

ITI. RECOMMENDATINS

1, That an Adjutent General's Training Center be established on a post where there are
permanent type buildings which car be converted to suitable facilities for the conduct of a

school.

2. That the post selected should be near a metropolftan center, where large indus-
trial and business concerns are located and where a university with work of recognized
standing in the fields of personnel psychology, persounel management, and business adminie-
tration is established.

a, The post also should provide as much opportunity as possible for the observa-
tion of and eupervised practice in office and personnel management procedures which are
typical of the Army situations for which students are being trained.
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CHAPIER I1I
ORGANIZATICN AND ADMINISTRATION

I. TESCRIPTICN

1. How is Tre Adjutant General's School crganized to carry on the various mrograms of
instruction?

Figure € shows the organizetional chart for the School. The School is organized to
conform tc the provisions of AR 350-110, Military Education, General and Special Service
Schools, General Provisions (Appendix C). It will be noted that there are three lines of
c¢rganizational responsibility. One is to the training division, one to the administrative
services necessary tc maintain an Army installation, and one to the School Battalion for
tre housekeeping. Under the Directcr of Training, who is the Assistant Commandant, come
tre various academic derartments, the course directors, the library, and the training aids
section. The departments are organized to provide the instructional staff for the various
courses. The instructcrs in tke various departments are charged with the responsibility for
instruction and training matters pertinent to a specific field in each depertment as follows:

a. The Administration Department is responsible for all matters encompessed in
the specific fields of military organization, recruiting, headquarters operation, adminis-
trative procedures, supply, military law, orders, and publications.

b. The Classification Department is responsible for all matters encompassing the
specific fields of classification and assignment rrocedures, separation classification, and
personnel consultants.

c. The Machine Accounting Department is responsible for all matters encompassing
the specific fields of machine records, personnel accounting, and tabulating machine opera-
tion.

d. The Correctional Custcdial Methods Depertment is responsible for all matters
encompassing the specific fields of organization, duties, and responsibilities of military
correctional institutions (disciplinary barracks).

e. The Combined Arms Department is responsible for all matters encompassing the
specific fields of map and aerial photograph reading, signal communication, and tactics and
techniques of military operations of the ground, air, and combined arms as well as such
other training which affects military operations as distinct from: purely military functions.

2. How are the various courses of instruction administered?

For every course of instruction, there is a course director who is responsible for
the administration of the program of instruction and for necessary coordination with the
various departments in securing instructors for the various subjects. The course director
must schedule the subjects according to the availability of instructors to teach them. Each
course director is directly responsible to the Director of Training. After a program of
instruction has been established and the weekly schedules have been drawn up, & course
director's responsibility becomes one of supervising the students in their attendance at
class. He does not supervise the instruction directly, since that is a responsibility of
the department head furnishing the instructar. The course director can make observations
upon the quality of the instruction to the department head concerned, however, he has no
direct control over the nature of the inmstruction given.

3. How do the administrative offices function in suprort of the training mission?

a. The Director of Training (Assistant Commandant) is charged with the over-all
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aupervision of the Training Divielon. He makes assignments and reassigmments of persounnel
within the Training Divislon. He supervises inetruqtion and training of personnel pursuing
the varioue ccurses of instruction. He issues directi.ves to the various course directors
and depart 'nt heads regarding the adminietration of the training program and the teaching
of subjJect matter. He Inspecte classroom instruction and supervises the develorment of new
teaching techniques and teaching aids. He coordinates with the School Executive on all
matters affecting the training miesion of the School which are the responsibility of, or
require action by, the School Battalion.

b. The School Secretary performs various administrative fun:tions for the Training
Divieion. Operating in the Office of the School Secretary are the necessary sections to
perform such functiones as mimeographing, grading, and recording results of examinations;
mimeographing schedules of instruction; furnishing academic supplies; operating the book
department; obtaining, preparing, and issuing necessary reference materials for students;
and maintaining the academic records for the School.

c. The Assistant Director of Instruction functions as the Officer-in-Charge of
Instructor Guidance. This officer performe specific functions as follows:

(1) Superviges the Instruction and the training of new instructors.

(2) Analyzes various types of instruction in relation to the prescribed detalled
programs of inetruction as scheduled.

(3) Determines instructicnal neede and arranges for training facilities and
materiale. (Visual Training Section i1s directly under this officer).

(4) Provides continuous training of instructor personnel.

(5) Courdinater with department heads in matters pertinent to their respective
functions and to the training directives issued by the Directior of Train-

ing.

{6) Coordinates with the School Secretary on matters pertinent to administra-
tive policies and procedures which affect methods and techniques of in-
struction.

(7) Performe other functiona, as directed by the Directar of Training, which
will promote more effective instruction.

(8) Supervises the administration of the School Library.
{9) Supervises the conduct of the Troop Information Program.

d. The Executive O0fficer, Adjutant, Personnel Officer, and other administrative
officers with their respective staffs, carry on the usual dutlee characteristic of such

positions in any Army organization.

e. The School Battalion, with ite officers and enlisted personnel, performs the
necessary administrative and housekeeping duties for personnel assigned to and quartered at
the Schocl.

II. QBGERVATIONS

1. Department heads direct and supervise the operation of their respective departments
and the personnel essigned to them. They essign instructors for scheduled instruction in
accordance with the directives received from the Director of Training. Department heads
maintain a maester schedule of that part of each course charged to their respective depart-
ments, showing subject, date of presentation, and instructor assigned. They are responsible
for the preparation and presentation of subject matter based upon the directives which they
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receive. Course directore cooperate with and assist department heads, when called upon to
do 80, in regard to matters pertaining to any particular course. The department heads
notify course directors which instructore are to be asslgned to each subject as far in ad-
vance as possible, but the rule is that such notice shell be given no later than cne week
vrior to a scheduled presentation. Department heads are responsible for the proper presenta-
tion, coordination, and final approval of lesson plans on each subJject charged to their
regpective departments. In case of doubt as to complete or proper coverage of subject
matter, the department head confers with the course director concerned. Matters that cannot
be resolved in such a manner will be referred to the Director of Training for a decision.

A pample lesson plan will be found in Appendix D. Department heads are supposed to schedule
themselves for such classroom presentations as may be feasible, primarily in an effort to
equalize the Instructor load and to make use of speciul qualifications which they may
possess. It 1e apparent from the foregoing description of dutiee that department heads

play the major role in the School insofar ss presentation of subject matter {s concerned.

It 1 through their understanding, background of information, experience, and training that
the material presented in classes gains perspective. In practice, department heads are the
fina. arbiters of what should be presented in class by the instructors under their super-
vigion. To perform their function successfully, they have relatively little organized
apsistance. There 18 no group to which they can present problems which arise in the normal
process of attempting to decide what facts, viewpoints, generalizations, and conclusions
should be presented in teaching the topics Ior which their instructors are scheduled in the
varioues programp of instruction. Furthermore, they are not in a position to teke an over-all
view of the relation of thelr subject matter to the training misslon of ths School. They
lack precise definition of training obJectives. There 1s no guidance as to what constitutes
an effective gelection and presentation of availlable knowledge in relation to the purposes
of the various courses. (See Chapter VIII.)

2. Course directors are selected and appointed from members of the staff and faculty
by the Director of Training, with the approval of the Commandant. For purpose of record only,
course directors are carried as members of that department of the Tralning Division which
has primary interest in the course of instruction they are to mansge. A department head
has no command responeibllity in connection with a course director assigned to his depart-
ment. On all training matters course directors are directly responsible to the Director
of Training. Thoy are charged with the implementation of approved programe of Instruction
pertaining to thelr respective courses. For an approved program of linstruction, a course
director submits to the Director of Training and to the department head concerned, a direc-
tive for each phase of the program to be assigned to a particular department. Directives
include the number of the topice scheduled, the type of instruction (whether it is to be
conference, lecture, map exercise, or other), the hours of instruction required, titles of
specific subjects, scopes of instruction, dates when examination queetions are due, and all
pertinent references to be used in preparing instruction. Courese directors attend such
clagsroom Instruction ag their workloads permit. Corrective supervislon pertaining to the
methods of presentation, use of training alds, and the like, are not the concern of course
directors. A room has been equlpped with specially designed boards for maintaining master
schedules for all courses. The course directors meet there each Friday and plan their
respective course schedules for the fourth week in advance. Overlepping in the scheduling
of the same toplcs t¢ be taught in different courses can be avoided by these conferences.
After the new schedule is posted, the department nheads then visit the room and make aesign-
ments of Instructors. The School Secretary and necessary clerical staff go to the room and
copy the schedule for reproduction and distribution. Each schedule shows the classrooa,
date and class perinds, subjects, types of instruction, instructors, and study references.
A sample of a clagsroom schedule 1s shown in Appendix E.

a. Although the functlon of the course directors, as described, appears to be a
logical one for conducting instruction in a highly organized manner, in practice it is
cumbersome and difficult to manage. The practice of having course directors separate from
department heads results in much duplication cf effort. Although coordination of the work
of course directors and department heads under the present clrcumstances usually 1s effected
because of congenlal personalitles involved, it is a type of organization which readily
could result in many complications which would need to be referred to the Director of Train-
ing for resolution.
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TABIE 1

PERCENTAGE OF INSTRUCTIONAL LOAD BY IEFPARTMENTS FUR EACH CUURSE

r Adminise- Classifi- | Combined Machine Non-Departmental

tration cation Arns Accounting | Correction | (TIP, Guests, PT,
Department| Department| Department | Department | Department | Comit's Time, Etc)

Advanced Adjutant Gensral

Officers' Courae Ly 9 10 2 - 35

Associate Basic AdJjutant

General Officers' Course €9 8 - 2 1 20

Officers' Correctional

Custodial Methods Course 5 S - - 14 13

Officere' Recrulting

Instructors Course 8o 5.4 - - - 1.6

Officers* Personnel

Management Course = 95 = = - 5

Enlisted Recruiting

Instructors' Course 80 5.4 - S = 1k.6

Enlisted Correctional

snptndiel Methods Course - - - - 90 10

Enlisted Basic

Clessification Course 22 60 = 1 - 17

Fnlisted Personnel

‘mnacement Course 17 65 - 1 - 17

Advanced Enlisted !

Admin!stration Course 79 6 - 1 - 1k

Enlieted Administrative

Technician Course 7 8 - 2 - 13

Enlisted Machine

Accounting Course - - - 97 o 3

Percentage of Total In- 33 16.3 1 10 25.2 14 .5

structional Load for all

courses Jan 48 - Jun 4B




b. What has been sald about the lack of guldance to department heads Iin determining
appr- ,riate and effective presentation of subjacts, applles with equal effect, if not more
80, to course directors when they are requested to prepare new programs of Iinstruction, or to
revise old ones. It cannot be emphasized too strongly that a clear picture of the trcining
objective for each course and a complete understanding of what each course 1s to achleve are
needed. {See Chapter VIII.) The proposcd Analysis and Review Section (see below) will be
better able to perform this function than are course directors.

3. Except for the necessity of having one person responsible for all the administrative
detalls which are involved In carrying out a program of instruction, there does not appear to
be any real need for course directcrs separate from department heads. TInspection of Table I
shows that the various courses fall primarily within the instructional provinces of the
various departments, because all departments, with the exceptlon of the Admlinistration De-
partment, have clear-cut subject matter fields. The Adminlstration Department, at present,
encompassges all subjects which affect the organization and functioning of the Army from the
administrative standpoint, plus the recruiting and the clerical coursee. By eatablishing
separate departments for recrulting methods and clerical training, each department will then
have practically all of the su. *3cts included in the separate courses of instruction which
could be placed under their surve'llance. The Administration Department will encompass those
subjects which are given primariiy in the Advanced AdJutant General Officers', the Asgsoclate
Basic Officers', the Enlisted Administrative Technician {MOS 816), and the Enlisted Advanced
Administration (MOS 502) Courses. The Classificatlion Department could become respcnsible for
the Officers’ Personnel Management, the Enlisted Personnel Management (MOS 290), and the En-
11sted Basic Classification (MOS 275) Courses. The Machine Accounting Department is already
solely responsible for the Enlisted Machine Accounting (MOS 400) Couree. The Correctional
Custodial Methods Department also is responsidle solely for the Officere' Correctional Cus-
todlal Methods and the Enlieted Correctional Custodial Methods (MOS 1677) Courses. The Re-
cruiting Methods Department could be reeponsible for the Officers’' Recruiting Instructor and
the Enlisted Recruiting Instructors (MOS 3274) Courses. The Clerical Department could be
responsible for the training coursee for Stenographers (MOS 213) and Clerk-Typiste {M7S L05),
which are to be transferred from the Quartermaster School to The Adjutant General's ! chool
in the near future. The elimination of separate course directors and the assumption of thelr
responsibilities by the department head primarily concerned would leave only the Combined
Arms Departument without a course of its own. The Combined Arms Department 1s charged with
required Instruction dealing with various aspects of military operations as distinct from
purely military functions. This department exists primarily to implement the urovisions of
DA Memo 350-5-4, 15 March 1948, Common Subjecte, Branch Advanced Courses, which requires all
Army schools to give certain specified common subjects in advanced courses. The various
courses of instruction at the School are designed to train personnel to perform military
functions which are the responsibility of The Adjutant General's Department. Instruction In
military operatione 1s given only where it it necessary to relate the performance of the
military functiona of The AdJjutant General's Department to the military operations of the
Army as a whole. The Combined Arms Department, in any case, therefore, will continue to
service all courses where such instruction 1s needed. To call upon that department, as well
ag upon other departments, for minor portions of the subJects given in any of the programe
of instruction, does not require the services of a course director aes long as primary re-
sponeibllity for the various coursee are ugsigned to department heads who have the major
portlon of the subjects given in a particular program of instruction and, therefore, a major
interest {n the course as a whole. There can be a senior i(nstructor in a departament in
charge of the administrative details which currently are a major portlion of the reeponsibility
of a course director. The consolidation of the work of course dirsectore with that of a

department head has several advantages:

a. Eliminates duplication of efforte and places responslbility for the management
of the conduct of instruction in one person inetead of two.

b. Gives the responslblility for planning new programs of instructlion and the re-
vision of current courses to department heads who, because of their familiarity with sudbject
matter and with effectiveness of inatrustion for meeting the established training objectives,
presumably are in a more favorable position to determine course contsnt.
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¥ c. "Streamlines" the organization for effective guldance and supervislon by reducing
thes number of respunsible offlclale reporting to the Director of Training.

d. Reduces confusion on the part of the Instructors because they will be account-
able only to one responslible chief.

k. The place and responsibility of the instructional staff in the organization of the

School deserves special consideration. In general, instructore are responsible for the proper

presentation of such subject matter as they are assigned at the time and place scheduled.

Upon being assigned a subject for presentation to a class, they prepure, in accordance with . {
b the directives on the subjJect, a lesson plan covering the method of presentation, scope,

training aide involved, and study references. (See Appendix D for sample lesson plan.) If
a directive Indicates that an examination will be given on a particular subj)ect, they prepare,
in conJjunction with the lesson plan, the examination questicns on the material indicated.

: Lesson plans and examination materlial are then subnitted to the department head for approval. ) !
Upon approval of lesson plans and examination materlals, a copy of the lesson plan is sent to
i the course director concerned and to the School Secretary. Examination material ie retained

by the course director until such time as needed for reproduction by the School Secretary.
Based upon the approved lesson plan, the actual classroom preseantation is the sole responsi-
bility of the inatructor. Thie Includes arrangement with the Visual Training Aide Section
for charts, maps, and other training aids. needed, as well as preparation of a complaete &.d

E offectlve oral presentation of the subjJect matter. In order that instruction in the several
areag of instruction will be coordinated and studente can be advised, when occasion neces-

I\ sitatee, thet certain pointes have been or will be covered more in detall at earlier or later

j periods, instructors are supposed to familiarize themselves with the scope of the various
subJjectes scheduled for presentution in the course. The offectiveness with which the School

£ carries out ite tralning miseion, therefore, rests finally with the Individual inetructor.

Unless the organization of the School is such that it funnels all guidance ~nd supervision

toward the individual instructcr, 1t cannot be considered an effective one. At the present

ime, ar insetructcr at the School 1s handicapped because:

a. He has a dual responsibility tc a depurtrent head and to a course director.
On one hand he must satisfy his department head in regard tc tre content cf his lesson plans;
g on the other hand, he comes under the swrvelllance, even though it 1s not direct supervision,
9 of a course directcr who judges the effectiveness of hie work in relation tc & particular
: course. He becomes the unwilling victim of such conflicts in viewpoint as may exlst between
a department head and a course director, whether they be consclous onee or unccnecious ones, 3
as reflected in attitudes, prejudices, or beliefs; differences in training and experience,
depth of insight into how a particular toupic fite into the whole training effart, or what-
ever other factors, explicit or implicit, may be the cause.

i e m"f 7

b. His instructor guidance program is inadequate to asesist him 1n developing into an
effective instructor. (See Chapter VI.)

¢c. He hasg no group in the school to which to turn for technical assistance in pre-
paring his subjsct matter, both for presentation and for examination.

4 5. From all standpointe which have been considered, the present organizatlion of the

] School cennot be consldered an effective one for rromoting the best possible instructionel

] rrogrem. There 1s a definite need for the entablishment of an Analysls and Review Secticn

] under the Director of Training. At the present time, the Director of Training has inade-
quate assistance in formulating the over-all educational policies which govern and regulate
the conduct of training at the School. He has recourse only to conferences with the Assistant
Director of Tralning, department heads, and course directars, either individually or in
groups. They are busy and most concerned with the details of their own duties and cennot
always render asslistance on over-all educational policies in a manner which is needed and
desired. In eddition, the Director of Training, as Assietant Commandant of the School, has
& constant pressure of administrative duties, not to mention the public relations that he
must maintain because of his position in greeting and arranging for the welfare of a constant
stream of visitors to the School. Furthermore, he cannot be expected to give extensive
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personal and analytical supervision to the verious courses and topics taught at the Echool
with the purpose of developing educational meusures deeigned to improve their effectiveness.
The problems Involved are too numeroue for one individual to couslder. The establishment
of an Analysis and Review Section would give the Director of Training an crganization which
can be staffed with experts, both military and civilian, to aseist him in analyzing and im-
proving the educational program of the School. In general, the Analysis and Review Section
should serve for the Director of Training and have the responmibility for approving instruc-
tional plans, text and reference materials, examinations, and the like--subject, of course,
tc final approval by the Director of Training. Specifically, the membere of the Analysis
and Review Section would perform the following functions:

a. Coordinate training doctrine which is common to the various courses.
b. Recommend changes in tralning doctrine for various courses. {See Chapter XVI.)

c. Review instructional material prepared for the various courses to insure that
a consistent training doctrine is followed and that the instruction of the various courses

is coordinated.

d. Coordinate inetructional activities when two or more departments have conflict-
ing or overlapping interests.

e. Participate in committee meetinge of the instructional staff to insure that
coordination is effected and that sound training doctrine and principles are followed.

f. Maintain close relations with the Schnol's l'aison officer in The Adjutant
General's Office (See Chapter XVI), other Army 8chools, Arwny installations, appropriate
regearch agencies, schools of the other Armed Services, and civilian educational institutions
in order to keep abreast on . ecent thought, current progress, and trends in the subdject-
matter taught at The Adjutant General's School and in educational methods being employed
elsewhere.

g. Review the instructlonal methode and procedures of the School including in-
structor guldance, instructional aids, and evaluation procedures and recommend desirable
changes. (See Chapters IX and X.)

h. Conduct instructor guidance programs for new instructors and the continuous
training of old instructors. {See Chapter VI.)

1. Recommend necessary curriculum changes pertaining to instruction given by the
various departments. (See Chapter VIII.)

J. Review perlodically the organization of The AdJutnat General's School and
recommend appropriate changes.

k. Conduct instruction in specified orientation subjects and in exceptional
instances where members of the section have special qualifications for particular subjects.

1. Prepare or review all instructional directives.

m. Evaluate the effectiveness of the instruction being given at the School by
supervising the examination procedures. This should include instruction and assistance In
the preparation of examinations and the analysis of the results of the evaluation program.
(see Chapter XII.)

III. RECOMMENDATIONS

1. That the position of course director be eliminated and responsibility for administer-

ing the separgte courses be placed with the department heads providing the major portion of
the subJect-matter included in the courses. ’
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2. That two new departments be created, namely, a Recruiting Methods Department and a
Clerical Training Department, to relieve the Administration Department of responsibility in
these matters and to provide departmentes of (rimary interest for training courses correspond-
ing to them.

3. That an Analysis and Review Section be established directly under the Director of
Training (Assistant Commandant) to act as his staff with the primary function to furnish
analyses of all phases of the educational program and to guide ite further develoment.
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. CHAPTER IV

PERSONNEL

I. ANALYSIS OF PRESENT PERSONNEL SITUATION

1. 1Is there an adequate number of persomnel to perform the various functions of the
School?

a. Table II, Table of Personnel at The Adjutant General's School, shows the dis-
tribution and utilization of personnel among the various activities at the School.

b. At first glance, it might appear to the casual observer that the authorized
strength 1s sufficient to maintain the various activities of the School. Actually, however, |
such is far from the case when one considers the circumstances under which the School must

operate, (See Chapter II.) In effect, the School maintains a sizeable portion of an Army

post in addition to carrying on an instructional program, which is its primary mission. As

of March 1948, the School showed manpower figures as follows:

Staff and Faculty 380
Students 658

Of, the staff and faculty, 29 were assigned full-time duties in the Extension Departiment,

leaving 351 personnel (officers, enlisted men,and civilians) to provide the training for

>58 students, a ratio of almost 1 to 2, Such a ratio usually is considered extremely low,

In fact,so low as to cause real concern on the pert of menpower control authorities. «
However, careful examination of the total school situatlon reveals cause to congratulate

the adminietration of the School in accomplishing so much with so little personnel and, in

fact, in getting their Job done at all, In order to do it, much assistance has been obtain-

ed from students attending the School who normally might not be called upon to perform such

extra duties while detailed to the School for the purpose of attending a course of instruc-

tion. Thelir spirit of cooperation and assistance is to be cormended and is testimony to the
effective leadership being exercised by administrative personnel at the School, Several
situations at the School account for what, at first, appears to be an undesirable ratio of |
staff and faculty to student population:

(1) Much personnel is engaged in maintaining in useable and habitable condi-
tion some 70 different buildings widely scattered over a relatively large
area. (See Chapter II.) The buildings are all temporary wartime wooden
structures in poor condition. Each is heated individually by a separate
furnace, Over one-half of the heating plants had defective, imperfect, or
inoperative controls., To met the requirements for firemen during the winter
months, on the ratio of one fireman to every five buildings, as established
by the Post Engineer at Camp Lee, 70 firemen would be required. Actually,
at the time of the Commission's visit to the School, there were 24 firemen
assigned to the duty. This force was being augmented by 10 men from the
cadre of student companies firing furnaces. There was one officer super-
visor. Enlisted students were firing furnaces in their classrooms between
clasgses., With only 34 men firing furnaces, there is an actual shortage of
26 men who could be used effectively to perform the duty. If an adequate
number of firemen were available to meet the requirement of 1 fireman to
5 buildings so that at no time would any fire go untended for any undue
length of time, such a disastrous fire as occurred recently, when the build-
ing occupied by the Extension Department was heavily damaged, probably
could have been avoided. With so many scattered buildings in use, an
inordinately large force of firemen is necessary. In summertime, the same
sized force will be required just to keep the grounds properly policed.
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TABIE II

TABIE OF PERSONNEL
ADJUTANT GENERAL'S SCHOOL
MARCE 1948

Staff

Enl

BED | N-BED

Remarks

Commandant

Directs and supervises activities of the Staff

and Faculty in the operation of the School.
Formulates and promulgates policies and directives.
Maintains liaison with TAG on matters pertaining
to the mission of the School.

Executive Officer

Advises the Commandant and coordinates with all.
staff agencies on all matters pertaining to the
efficient functioning of the School. Insures that
instructions and orders are executed in accordance
with the plans and policies of the Commandant.
Determines needs and arranges for the housing,
meesing, and training facilities and such equip-
ment and materials as may be required to success-
fully carry out the mission of the School. Super-
vises the details of administration of the School.

Ad jutant

Exercises control over routine personnel matters.
Receives, routes, and maintains follow-up on all
correspondence. Directs preparation of records
and reports; authenticates and distributes orders,
instructions, and communications in the name of
the Commandant. Maintains office of record. Main-
tains duty rosters. Prepares miscellaneous corre-
spondence, courts-martial, and board proceedings.
Handles records administration. :

Personnel

Supervises the functions of unit personnel sectioa.
Conducts activities pertaining to classification,
assigmment, reclassification, reassignment, promo-
tion, reduction, and transfer. Administers civilian
employees. Prepares and submits periodic personnel
reports. Maintains service records and 201 files.
Prepares pay and mileage vouchers for officers and
payrolls for enlisted personnel.

Supply Officer

20

Handles requisitions and correspondence relating
to supply functions. Procures, stores, and dis-
tributes various classes of supplies. Makes dis-
position of unserviceable or surplus supplies.
Maintains property accounts and records. Responsi-
ble for ration breakdown and delivery of rations.
Responsible for operation of motor pool and auto-
motive maintenance.
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TABIE II (Continued)

Staff . w/o | En1 | BED | N-BED ' Remarks

Battalion 3 8 2 4 Directs and supervises the administration, dis-
Headquarters cipline, billeting, and other personal and
domestic services for approximately 1,000 students.
Supervises and is responsible for carrying out
prescribed training programs other than the
academic phases. Responsible for the registration
and processing of all incoming students and assigns
‘| : them to companies. Responsible for deprocessing

| students and coordinates with Post Transportation
authorities for their transportation to their home
stations. Responsible for custodial services.

% i Food Service 1 1 0 0 Advises and assists unit commanders on all mess
g Supervisor matters. Implements conservation program. Con-
= ducts training program for all mess perecnnel.

: Arranges for the detail of mess personnel to

4 service schools. ’

Special Services b i 2 0 0 Maintains and operates all recreational halls.
B officer Arranges for unit dances and various athletic
4 competitions. Designates recreational areas.
Draws, issues, and accounts for special services

property.

Enlisted 1 51, o] 0 Exercises command and supervises the administration

Detachment of School detachment which consists of maintenance

platoon and administrative platoon. Maintenance

platoon is responsible for Janitorial services,

4 heatlng buildings, and maintenance of grounds.

E Administrative platoon, which is not included in
the figure of 51, consists of instructors,

chauffeurs, clerical, and supply personnel.

Student Officer 2 T 0 0 Directly charged with temporary administration of
F-,\ Company student officers. Responsible for implementation
of training programs other than academic phases.

Enlisted Student 2 21 o] 0 Charged with temporary administration of enlisted
3 Companies (4) students. Provides quarters, messing facilities,
handles disciplinary matters, and procures neces-
sary clothing and equipment for enlisted students.
Responsible for implementation of training programs |
other than academic phases. Provides for recrea- 1
tional and general welfare matters.
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TABIE 1I (Continued)

0& .
Faculty W/0 | Enl| BBD | N-BBD Remarks .

Director of Training 1 0 0 0 As Assletant Commandant acts for the Commandant

Aeslstant Commandant during his absence; as Director of Training, under

the directlion of the Commandant, has charge of
instruction and administration concerning in-
struction in the AG School.

Asslstant Director 1 1 0 0 Charged with training new lnatructors and pro-

of Training viding consultant service to all instructors in

the application of teaching techniques. Observes
clapsroom instruction and recommends appropriate
changes 1n methods of presentation and use of
instructional aids. Supervises activity of library
and supervises training alda section.

Course Directors 5 0 2 0 One officer for each of the courses listed charged
Advanced Officers' | (1) 0| (1) 0 with the preparation of progrems of instruction,
Basic Associate (1) 0 0 master schedule, and weekly schedule. Supervises
Recruiting (1) 0| (1) 0 classroom presentation; is advieor to and super-
Adv Enl Adm & (1) | o 0 vises individual students.

Enl Pers Tech

Pers Mgmt

Basic Class } (1) 0 0
Off Pera Mgmt

Departments 65 32 |17 0 One officer is director for each department of
Administration (22) [(10)] (1) 0 the School. Each director is responsible for
Classification (9) | (6)] (1) 0 preparation and presentation by the personnel
CcCM (14) | (6): (1) 0 assigned to his department of instructional
MRU (3) (1) (1) o material pertaining to his department. Other
Combined Arms (2) 1 (1)) (1) 0 duties of officer personnel include serving on
Extension (15) | (2)|(12) [0} courts, boards, etc., as required.

Secretary 3 8 (11 0 Under the direction of the Director of Training
Secretary (1) | (2)] o 0 performs administrative functions pertaining to
Academic Records (1) | (1) (1) 0 the Training Division, Is responsible for

& Examinations academic records and examinations, publishing of
Schedulea (1) { (1)] (1) 0 schedules, academic supply, and maintenance of
Typing Pool 0 0| (8) o} typing pool. Publishes accession lists on receipt
Academic Supply o] (&) (1) 0 of new material.

Library and Visual 1 6 1 0 Officer in charge is responsible for maintenance

Training Alds of library for students and inetructore and

production, storage, and distribution to instruc-
tors of visual aids. Is responsible for provision
of technical information on construction and usage
of visual aids and provieion of photographic
facilitiss for the AG School.

Total Faculty 76 47 I 31 0

Total Staff & 99 231 | 45 5

Faculty
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THE BREAKDOWN (F GRAIES & RATINGS FOR (FFICERS, WARRANT (FFICERS, AND ENLISTED MEX CURRENTLY ASSIGNED IS AS

TABIE II (Continued)

FOLLOWS:
Officers Warrant Officers ¥nlisted
Colonels 3 Grade 1 23
Lt Colonels 15 Ccwo 5 Grale 2 22
Ma jors 17 WOJG 2 Grade 3 19
Captains 26 Grade 4 3k
lst Lte 24 Grade 5 51
24 Lte 2 Grads 6 36
Grade 7 24
TOTALS: 87 i 209
- 294 -
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(2)

(3)

(4)

The Cumpany mess system requires considerable personnel to maintain it.
The five enlisted messes at the School are excellent ones. It is hardly
likely that many of the messes in the Army are better than they are. From
the standpoint of malntaining morale, there is no better system of messing
men. However, such a system requires more personnel to operate than would
a large consolidated mess. The messes are being operated very economically
with one officer as Food Service Supervisor and forty-two enlisted men,
only because enlisted students do K.P. duty on a roster basis. This, how-
ever, takes them out of their classes for an average of one or two daye
during a course, depending upon the size of the class. Ordinarily, 1t
would not be considered good educational practice to have personnel
detailed for training in an intensive course perform as meds attendants,
but to avoid the practice, more persomnnel would have to be assigned to
function as mess attendants.¥

The actual number of instructors who appear on the classroom platforms is
only 80. With a student population estimated to remain fairly constant at
around 745, the ratio of students to imstructors is but a 1little over 9 to
1. The recognized ratio of the Manpower Board 1s 10 to 1. The accepted
ratio assumes that the instructors and students are all engaged in the same
course of instruction. There are currently iwelve different courses being
given at the School. Applying the accepted ratlo against the authorized
strength of each course would require bringing the instructor strength up
to at least 85, Table III shows the number of instructors who are needed
for each course to accommodate the authorized student strength for that
course. These figures for number cof instructors needed are based upon only
resident instructing. If, as will be recommended in this report (See Chap-
ter XIII), resident instructors will hendle the extension course prepara-
tion as well as the resident teaching, the yardstick of one inmstructor to
every ten students will have to be lowered to take into account the addi-
tional work which the preparation of extension courses involves. Addition
of other courses at the school in the near future will require an in-
creased personnel ceiling to handle them.**

In no activity of the School could the Survey Commiselon find any per-
sonnel who could be reduced with ut impairing the effective function-
ing of the activity. The Extension Department, to meet the established
yardstick (Army Extenesion Course Cunference, Fort Belvoir, 12-1k August
1947) for carrying ite rresent and contemplated load in the immediate
future, would require a total of 4C personnel. It has, at present,

29. The Extension Department badly needs the additional help in order
to maintain 1ts normal workload, to prevent a backlog of lesscns from
accumulating, and to undertake the necessary wcrk needed to prepare

the new courses which are not yet In preparation, but shculd be.

* Most Army schools have school troops whose services are available for general house-
keeping duties and the maintenance of the school facilities when engaged in demonstra-
tion exercises in connection with the instructional program. The AdJjutant General's
School 18 not fortunate enough to have such school troops available whose services cen
be utilized as needed.

#* Also to be taken into account is the fact that officer instructors perform additional
duties on a roster basis as members of boards, duty officers, members of courts-martial,
investigating officers, inventory officers, and the like. All such duties consume time
which normally would be utilized in preparation of instructional materials.
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TABIE III

THE ADJUTANT GENERAL'S SCHOOL

(as based upon the DA Manpower Board's yardstick of 1 instructor to every 10 students)

COURSE

Authorized
Student Strength

Number of

Instructors Needed

FFICERS

Advanced Adjutant General
Agsociated Basic Adjutant General
Correctional Custodial Methods
Recruiting Instructors

ENLISTED

Advanced Adminietration (MOS 502)

Bagic Claseification (MOS 275)

Personnel Management (MOS 290)

Machine Accounting (MOS 400)

Recruiting Instructors (MOS 3274)

Correctional Custodial Methods
(Mos 1677)

50
100
100

300

Total
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(5)

For example, thore are currently six sub-courses not yet assigned for
writing and three sub-courses not yet assigned for revision. Some
activities, such as the School Secretary's Office, have no effective yard-
sticks which can be applied to the work to be performed. It had 22 per-
sonnel, but to judge from the complaints received by the Commission from
instructional personnel that office has insufficient personnel to handle
promptly and effectively the work turned over to them to accomplish.

There was the unanimous opinion that undue delay was being experienced in
obtaining necessary services, such as mimeographing, from that office. The
School Secretary, himself, said that only with careful advanced plamning on
the part of imstructors could the eight typists in the typing pool keep
reasonably up-to-date with the work flowing into the office. Because of
the physical set-up of the School, the School Secretary and his staff can
not maintain effective coordination with the instructional staff in order
to regulate the flow of work. As a consequence, much of the work that
office secretaries of the various staff members were doing (cutting mixeo-
graph stencils) was made necessary because of the inability of the typing
pool to handle the work load. Peak periods always will occur, of course,
but it is only on rare occasions that the School Secretery's Office has
sufficient personnel to hendle the work assigned to it. Actually the typing
pool in the Secretary's Office has been an inefficient arrangement. Typing
pools are economical only when there is an even flow of work, a situation
which does not seem possible considering the nature of the work at the
School. Apparently recognizing this fact, the administration of the School
is to be commended for having made Jjudicious distribution of clerical help
to the various offices where it can be employed effectively under practi-
cally full workload conditions at all times. Allocation of even more
typing personnel to the various departments (with the retention of a few in
the Secretary's office) would permit a more efficient utilization of per- |
sonnel. )

The Commission has not attempted nor did it intend to make a thorough and
complete analysis of manpower usage and requirements for all the activities ]
at the School. It has only sampled and described a few key activities to &
show that no waste of personnel exists and, in general, that there is a
shortage of personnel considering the conditions under which the School is
operating at the present time.

E 2, What additional positions and persomnel would contribute to the improvement of
School functions?

a. To carry out various recommendations being made in this Report of the Survey
Commission, & number of new positions must be established. Additional personnel, both
military and civilian, will be required. In light of the present circumstances at the School,
this will require an increase in authorized personnel strength. If the School can be moved
to a more suitable location (see Chapter II), personnel savings undoubtedly can be effected
and the additional positions can be established within the present persomnel ceiling, or
conceivably even within a lowered one. In any case, the Commission considers its recommen=-
dations involving the establishment of additional positions important enough in relation to
improving the effectiveness of the School in performing its training mission to Justify an
increase in the present or future personnel ceiling to establish them if there is no other

alternative.

b. The additional positions which should be established are as follows:

(1)

The establishment of an Analysis and Review Section will require seven
positions. The present position devoted to the Assistant Director of
Training in charge of instructor guidance can be absorbed into this Sec-
tion, leaving an additional six positions to be created. Two persons each
can devote full-time to each of the three major functions of the proposed
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section, instructor guidance (methods and materials of instruction), train-
ing doctrine (curriculum), and evalustion program (examinations, both for
selection and achievement). All will function in coordination with instruc-
tional personnel as an Educational Policies Committee for the School as a
whole. At leamst two of the personnel should be civiliens, namely, a
peycho-educational specialist (P-G) and a test techniclan (P-5). Use of
these civilian experts will permit the handling of the Section's evaluatiown
program phase of the work on a more permanent basis than 1s possible with
military personnel on limited tours of duty. Position deascriptions for such
positions are set forth in Appendix F.

(2) Additional positions are needed for key civilian instructors. (See Chapter
V and Appendix F.) .

(3) An additional position is needed for a civilian professional librarian.
(See Chapter XI and Appendix F.)

(4) An additional position is needed for a civilian instructional aids super-
visor. (See Chapter X and Appendix F.)

(5) Clerical positions must be added to those already established for the
Extension Department. It is estimated that 11 additional personnel are
needed for an enrollment of 2,000 in extension courses.

(6) If the School 18 to occupy its present facilities at Camp les for any
extended period, an increase of 10 men s needed urgently for a service
detachment to maintain utilities (carpenters, plumbers, painters, electri-
cians, and the like).

(7) In its present location, the authorization should be increased by at least
25 to provide an adequate number of firemen during the winter months and
genersl duty soldiers for proper policing of the area during the late
spring, summer, and early fall months.#

(8) Instructor personnel should be increased to a ratio of at least 1 imstructu»
16 every 8 students or fraction thereof authorized for attendance in &
glven course. This increase is necessary to provide resident instructors
time to prepare extension courses. (See Chapter XIII.) Additional ipstruc-
tor personnel should be autlorized before the School undertekes to offer
any newv resident course¢s of instruction.

3. Can any positions currently established be eliminated to effect savings in personnel?

a, Folluwing out the recommendation that the position of Course Director be abolished
(eee Chapter III) will effect no saving in personnel. Each department will require the ser -
vices of & peraon to supervise the administrative details of operating & course which they do
not do at the present time. The recommendation is made not with the 1dea of economy to be
effected in saving the positions but in the interest of & more integrated administrative
organization.

*+ It may be more feasible and desirable to employ civilian personnel to perform duties as
firemen, Janitors, and yardmen, However, the Survey Commission had no opportunity for
determining the availability of potential civilian employees in the vicinity of Camp Lee
for such duties.
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b, No personnel can be released from the Extension Deperiment to be assigned to
resident depertmente as instructors if those departments are given the responsibility for
prepering extension courses. The teaching load of resident instructors involved in
preparing correspondonce courses will have to be reduced. Again, the move is in the
interest of effecting & better Integrated instructional program by integrating the work of
preparing for resident courses with the preparation of correspondence courses. It is hoped
that by such a move lhe preparation of correspondence courses will be speeded up, but to do
g0 1t must be smphusized that resident instructors will require & reduced load of resident
instruction.

c. Actually, there is no specific activity at the School in which a reduction of
personnel cen be effected without seriously impaeiring the function of the activity and,
therefore, of the School as & whole. Again, the Commission wishes to take the opportunity
of commending the administration for operating the School es effectively as they have on
what nppears, after careful investigation, to be the proverbial "shoestring" so far as
numbers of personnel are concerned.

II. OBSERVATIONS

1. In general, effective end efficient uce has been made of personnel authorized and
present for duty at the Schooi. With additional help from enlisted students at the School
who do extra duty on a roster basis, the School has Jjust barely “"gotten dby" in maintaining
its plent and performing the housskeeping duties. Fortunately, 2 number of the cleasses have
been below authorized strength during the recent winter months which has eased ths strain
upon cverhead personnel somewhat. Such a situation is merely fortuitous and cannot be
counted upon in the future. In any case, the Commuiesion could uncover no evidence that
personnel on duty were being utilized in positions where they did not have a full workload.
On the contrary, in most instances, especially among personnel of the instructionsl staff,
personnel are working longer hours than should be normally expected of them in order to
accomplish their missions at the School.

2. A determination of & yardstick on the basis of a ratio of instructors to students
does not appear to be valid. It does not correlate with how an instructor uses his time
during 2n ordinary work day or work week. It takes as meny instructors and as much time to
prepare to teach and perform the related administrative details to instruct 10 students as
it does to instruct SO students. In educational practice, the size of classes is limited
because of considerations relating to effectiveness of teaching, not by number of instructors
availeble to teach. Classes can run &s high as 500 students providing there is a room
(usually a lecture hall for this size group) large enough to hold them where all can see and
hear the instructor. In such e situation, the only teaching method possible is a lecture
with & question and answer period. At the other extreme, & class can be as small as one
student. In either case, providing the large group of students and the one student group
are at the same relative educational level, the preparation involved on the instructor's
part in meeting the class is the sams. The administrative details may be less in handling
a class of one student than they are for a large group, but they take up only a minor portion
of an instructor's total workload in either case. A yardstick of one instructor per any
nmber of students is, therefore, unrealistic. 1In fact, there &re no valid yardsticks
established as yet to determine how many persons should be employed in situations demanding
creative work. The concepts, methods, and techniques of work measurement are 21l based upon
analyses of Job situations involving clerical or mechanical production of a routine, repeti-
tive nmature which psychologically involve only the acquisition of a skill on the part of the
worker which he exercises over and over again to produce measurable quentities, such as
pages typed per hour, number of nuts fastened onto bolts per hour, number of boxes moved
per hour, and the like. To approach the problem of determining how much instructor per-
sonnel it takes to teach in a school with the same concepts as are applied to skilled, semi-
skilled,and unskilled production Jobs is fallacious and untenable. At the present stage of
knowledge about personnel methods, it is necessary to take into account all the factors
which must be considered in analyzing how an instructor (or any other creative worker, such
as an artist, scientist, business executive, minister, physicien, lawyer, and the like)
employs his time in order to be an effective teacher when he appears before a class.
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For an average instructor at The Adjutant General's School, the factors which must be
considered appear to be as follows:

a. He has had no previous teeching experience. He must ; therefore, devote a con-
sldershble proportion of his time when he is first essigned in learning how to teach., Even
after he has become an accomplished teacher, it is still necessary that he devote at least
an hour a week (the very minimum) to improving his teaching methods and techniques.

b. His experience in Army units in the performance of duties which are a respon-
8ibility of The Adjutant General's Department has given him only a general understanding
and "working knowledge" of the subject matter which he is called upon to teach at the School.
Before he can appear before a class as an instructor he must spend a great deal of time in
research and preparation, which involves reading, conferences, writings, reviewing lesson
plens with supervisors, and in some cases, travel to an appropriate place to observe work in
progress. He must, in short, develop his understanding of what he 1s to present to the point
that he knows implicitly all the "whate," "hows," "whens," and "whys" of his subject. Not
all subjects will require the same amount of preparation. Not all subjects need to be
presented with the same degree of thoroughness. In arriving at some estimate of the number
of instructors required to carry the teaching load at The AdJjutant General's School,
therefore, one can arrive at a "yardstick" only upon the basis of the consensus of "educated
Judgments" by those who have tried conscientiously to prepare themselves to be reasonably
effective teachers of the various subjects taught at the School. To this end, the Survey
Commission interviewed representative instructors at the School » all of whom are Judged to
be good instructors by their supervisors and, from classroom observations, by members of the
Commission. The consensus of opinion among instructors is that, on the average, 30 to 35
hours are required to prepare & one hour lecture on an academic subjJect for presentation the
first time. (Sixty hours of preparation for one hour of classroom presentation is the
accepted standard at the Command and General Staff College.) To repeat the subject at sub-
sequent classes, approximately six hours of review and repreperation are required. In con-
trast, classes involving the teaching of skills, such as Judo, typing, operation of business
machines, and the like, do not require any further preparation once the instructor has
mastered e’fective teaching techniques. At present, most of the teaching at The AdJjutant
General's School is of the academic subject matter type. Once an imstructor has prepared
for such teaching, he can repeat the lectures any number of times to different groups.

No instructor at The AdJjutant General's School should be called upon to make more than one
preparation a week to teach & new subject or more than four preparations a week of those
subjects which he has presented to previous clagses. (It should be noted that the above
discussion is based upon the present circumstances where lectures and conferences are the
primery methods of instruction. With the adoption of a functional instructional program,
es discussed in Chapters VIII and IX, the amount of preparation rrobably will nct be as
high.)

3. In view of tke considerations discussed here, the Survey Commission considers that
the present "yardstick" for determining the number of instructors is arbitrary and unsatis-
factery. It would de oxtremely difficult to arrive at a yardstick which can be applied
autcruitically and mechanically. At best only an "estimated sardstick" can be arrived
at. To do 8o would require that figures be obtained on the probable amount of time
involved in all tke verious activities that instructors engage in, as well as the avail-
édble number of hours per instructor during tke year. Requiremente for inmstructional per-
sonnel in the various courses will vary depending upon the nature of the content and
instructional methods employed. If the estimates are sound, a practical yardstick can be
determined for measuring personnel needs. Such a yardstick, of course ; assumes stebility
in tre personnel and the work situation over e considerable period of timse.

e, With tke constent turnover of instructor personnel which occurs at the School A
the Director of Training is faced constantly with new instructor personnel who must be
indoctrinated through the Instructor Guidance Prcgram and be given sufficient time to pre=-
pare the subjecte tkey are to teach. The assignment and reessignment of instructors do
not occur at stated periods during a year, but occur continuously throughout the Yyear,

" (See Chapter V.)
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b. Proposals to be made in thie ' pore to improve the instructional methode may at
first require more time on the part of instructor persomnnel to prepare than is nov spent.
(See Chapter IX.) Furthermore, other situations constantly occur which create emergency
needs for quickly adjusting the number of instructional personnel needed.

4, As soon as it becomes apparent to the administration at the School that instructors
must spend more than the forty hours a week normally expected of them to perform their
duties, the administiration should be permitted toc request and to receive an assigment of
new instructor persomnel.

5. Where established yardsticke cen be applied to other activities cerried on at the
School, because they are of a nature where standards of performance can be established as
valid, they should be retained. However, a more practicel and realistic "yardstick" needs
to be developed to estimate the needs for instructional personnel, Such personnel are
highly selected and considered especilally g:alified to instruct. They must be considered
the essential group at the School. It is the group about which the administration must be
particularly concerned. The administration must be able, therefore, to adjust the number of
instructors easily and readily at all times to meet the needs of the School. To do so, they
mist have a procedure which is sensltive to the needs and by which immediate adjustments can
be made. At the present time, personnel ceilinga are rigidly set according to arbitrary
yardsticks. It 1s a major effort to adjust the ceiling to provide adequate instructor per-

sonnel vhen needed. By the time a necessary increase ie granted, much damage has resulted from

loss in effectiveness of teaching beceuse ilnstructor personnel is overworked. It appeare to
the Commiseion, therefore, that administrative officials at the School must be presumed to be
responsible for determining their needs for instructor personnel. Provisions must be made so
that upon their Judgment, it will be poseidle to increese (or decrease) instructor personnel
quickly as needed in order to meet the demands of the situation.

6. In order for The Adjutant General's Schcol to be effective in preparing persommel
to apsume duties in various positions under the Jurisdiction of The Adjutant General's
Department, the School must have additional personnel. A chain ie no stron.er than its
wveakeat 1ink. The work of the School as a whole likewise suffers when any one activity is
not maintained properly. For example, an inadequate number of firemen means cold buildings.
Cold buildings may mean that work cannot be undertsken at full efficilency. The instructor's
preparation may suffer, and of consequence, his presentation will be inadequate, If this
situation occurs with frequency, the graduated student may find himself ussigned to & duty
for which he supposedly has been trained st The Adjutant General's School, but which he
camnot handle because the instructor failed to give him the information, or, perhaps he was
on K.P, duty the day pertinent information was presented in class, or he may have been 111
with a cold acquired by sleeping in a cold barracke building after coming from an overheated
library. All activities in the School represent an integrated whole when taken together in
their relationships to each other. If any are worth meintaining because they contribute to
the effectiveness of the school as a training center, then they are worth maintaining
adequately with a proper staff to carry them out at & high level of efficiency.

7. If the School 18 to carry out the recommendations made in-this report in the
interest of improving its educational program, additional positions must be created and the
staff expanded to fill them. Such increase in personnel is considered fully justified by
the Survey Cammission as a result of its study of the education program of the School.
Specific reasons for the expansion contemplated appear throughout this report. At thie
point, it is desired solely to emphasize the importance to the overall functioning of the
School and to the improvement in the effectiveness of its training specifically by providing
an inorease in personnel ceiling in order to cover the additional personnel required to
staff the nmew positions which are being recommended.

8. The discvssion of the personnel situation and the neede of The Adjutant General's
School has been in relation to maintaining the School in ite present location. It is the
only realistic frame of reference that the Commiesion had upon which to base a discussion of
the personnel situation at the School. The Commission desires that what has been said about
the persomnel situation at the School should not be taken 2s a detraction from its
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recomuendation that the School should be mo/ed firom Camp lee, Virginia, to a location with
more suitable facilities for a School. When such a move is brought about, the personnel
etrength to maintain the various activities can be re-examined., ln any case, moving the
School will not obviate the considerations which have been set forth in governing the basis
for determining wkat are the special personnel 1.eeds of the School in relation to ite speci-
fic training mission.

9. With the establishment of the proposed Analyeis and Review Section (see Chapter III),
it will be possible to develop and inaugurate a plan to utilize reserve officers selected to
agsist in the development of various phaees of the educational program at the School. There
are many educational and psychological specialistes on college and university faculties who
hold reserve ccmmissions and who would welcome the opportunity to participate in a useful
reserve capacity for anyvhere from 15 to 90 days during the summer months. As projects
materialize in the work of the Analysis and Review Section, additional assistance can be
obtained in carrying them out by requesting such reserve officers to accept limited tours
of duty for training at the School. Their time would be devoted to study and analysis of
the various educational and psychological problems which concern the School &nd which would
further the development of its educational program. The reserve officers will profit from
thelr experience and will be more valuable to the Army because of the training received in
dealing with some of ite typical educational problems. (The educational problems vhich The
Ad Jutant General's School hae are not peculler to i1, hut are feced by other Army schools
as well.) The Adjutant General's School will profit materially from the assistance of
carefully selected reserve officers with a proper technical understanding of educational and
psychologlical problema. The solution of the S:hool's educationsl problems will be speeced
with an occasiopally augmented staff in the Analysis and Review Section, and the backlog of
proJects which develop normally out of regular work will be greatly reduced. It should be
planned toc utilize the reserve officers as a group during the sumer months., They can work
as committees on the various projJects, and therehy combine their resources. This plan will
prove (o be a valuable source of additional personnel for what should become a very important
phase of work at the School.

ITY. RECOMMENDATIONS

1. That the persomnel ceiling of The AdJjutant General's School be increased to provide
the necessary personnel to maintain all of ite varlous activities at a high level of effi-
clency with especial reference to eliminating the use of student personnel on extra duty
rosters when 1t interferes with thelr attendance at classes.

2. That additional positions be authorized to provide technically trained persommel
needed to improve the educational program of the School.

a. These positions include a psycho-educhational adviger and a personnel technician
(tests and measurements) for the proposed Analysis and Review Section; key civilian instruc-
tores; a professional librarian; and an instructional aids supervisor.

3. That a more practical and realistic yardstick be determined for estimating the needs
for instructional personnel at the School and that requests for additional instructional
personnel to meet emergency situations be evaluated in terms of the Jjustifications eubmitted,
even if the request exceeds the established pereonnel ceiling.

, That a plan be developed to augment the staff of the proposed Analyeis and Review

Section during the sumner months by utilizing reserve officers who are specialists in
education and peychology.
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CHAPIER V

SELECTIN QF FACULTY

I. CURRENT STTUATICN

1. What is the present procedure for the selection of instructors (officer and
enlisted)?

a. Officer Instructors: Officer instructors sre selected from among personnel
being made avallable to the School by assignment euthorlties in The Adjutent General's
Off ice. They come primerily from two sources, namely, off lcers returning from overseas
service and from among graduates of The AdJutant General's School. For potentiasl officer
instructors the Off icere Qualification Records, DA AGO Form 66, are forwarded to the
School were they are reviewed. If from the records an officer appears to have any suit-
able qualifications to become an instructor et the School, his ssesignment is requested.
A few offlcers who have proven to be outstending staff wmembers and instructors at the
School were obtained from among personnel completing graduate courses in personnel adminis-
tration at various universities which they attended under the provision of WD Circular No.

116, 1947.

b. Enlisted Instructors: Enlisted instructors are selected primarily from
among availeble gradustes of the varlous enlisted courses given at the School. Any
enlisted man attending the courses because he is In the replacement stream is available,
provided thet the School releases a man to take his place in the replacement stresum.
Enlisted students who have been detailed to attend the School by their permanent orgsniza-
tions ere expected to return to them, and the School naturally does not feel that it should
pirate potentlially desirable Ilnstructors among such men,

2. What as. Jhe bases for the nresent selection procedure?

a. Officer Instructors: Chance availasbility of potentially desirable instruc-
tors is about the only basis upon which the selection procedure starte for officer instruc-
tors. Little or no attempt is wede to locate officers who possess suitable qualifications
to become instructors and who express an interest in teaching. Assignwent of fileld-grade
off icers to the School is normally for a period of three years. Company-grade officers ere
to be retained for e minimm of two years (DA Circuler 62, March 1948). Thie 1s & new
policy and its effsct has not as yet been realized. Before the announcement of this poliocy,
assignment has been for an uncerteain period of time and led the School to request assign-
ment of officers "in desperation" if thelir record appeared that they had the least modicum
of ability which could be developed. An off icer who knows that his tour of duty as &n
instructor at the School will be extremely limited, has little desire to prepare himself to
become an effective instruotor. He might have developed an interest in teaching if his
tour of duty were for & longer period. Turnover in officer instructors at the School has
been unduly heavy (approximately 75% since 1 July 1946) end the consequences in lowering
the effectiveness of instruction heve been correspondingly severe. The present viewpoint
of most officers towsrd the normel development of an Army career is thet an assignment as
an instructor at e service school is & "time out" period. There 1is no cereer for teachers
as such in the Army. It is difficult at best, therefore, to develop the necessery interest
and to encourege the acquisition of adequate teaching skills in an officer assigned to a
service school es an instructor. There are, of course, former teachers in the Army, but
they now look fomward to careers es off icers, not as teachers. When the relatively short
period of esmsig.ament is sdded to the career factor, it must be concluded that the present
basis of aesignment of officer instructors is not conducive to obtaining well qualified and
intereated teachers.
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b. Enlisted Instructors: The basis for the assignment of enlisted personnel as

instructors at the School is sounder then it is for officers: An assignment cen be obtained
for an enlisted men who is an outstanding student in one of the courses at the School and
who is available through the replacement stream. His interest in becoming an instructor cen
be determined by personsl interview. He can be given & "try-out" period at the School to
determine whether or not he can become a suitable instructor. Enlisted instructors of out-
standing ability can be retained for longer pveriods of time, because the reassignment poli-
cles are not as rigidly set for enlisted psrsounel as they are for officers. Furthermore,
asgignment as an instructor at an Army school (s a desirable one for an enlisted men and
promotion to at least staff sergeant is rapid. All in all, there seems to exist an adequate
basis upon which the selection of enlisted instructors can be made.

2. What sre the qualifications by whioh instructors are selected?

No definite set of qualifications has been established for the selection of in-
structors. The qualifications of personnel aveilable are studied from their records. If
they seen to have potentialities to become instructors at the School in the opinion of those
officers at the School who review the records, their assignment is requested. Potential
enlisted instructors are observed in class and interviewed before they are selected.

4, Whet procedures should be adopted to insure the most satisfactory possible selec-
tion of officer and enlisted personnel for assignmnt_as instructors?

The enswer to this question is a critical‘one from the stendpaint of insuring that
the School's training wmission is carried out in an effective manner. It was discussed fully
and at some length by the Commiiseion with various meumbers of the staff at the School. The
opinions which were expressed can be suurarized as follows:

a. Up to the present time, no selection instruments have been developed which cen
be employed to select instructors.

b. A review of personnel records may give some indication as t¢ who may be poten-
tislly an instructor. Certeinly education and experience mist be taken into account.

¢. Primery interest in instructing and ability to do so are the most important
factors to consider in the selection of potential instructors. Under present circumstances
only a try-out of potential instructors will determine whether they possess these factors.
Experience has shown that specific branch of service to which personnel have been assigned
can be ignored as long as they possess such traits.

5. 1Is the tour of duty of officer instructors of sufficient length to insure their
usefulness as instructors at the School? o

_ This question is considered only for officer instructors because under current
assignment policies tours of duty are more striotly limited for officers than they are for
enlisted persomnel. The answer to the question is almost an unqualified, "No." Even at
the maximum established tour of duty of three years, an officer spends the first year
largely in the stage of preparation, the second year in becoming experienced as a teacher
and the third year in becoming proficient. By the time he is to be reassigned, he has
usually become an effective teacher. Considerable time and expense is involved in main-
taining an instructor guidance program to train instructors. If one is not ma intained,
the instructor, through trial-and-error, must use whatever resources are available to
him for self-improvement. The chances of developing good instructors are mich improved
with a planned instructor guidence program. Under present assignment policy, the oppor-
tunity to become an effective instructor is much greater than is the opportunity to
remain an effective instructor for a considerable period after receiving training.
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II. OBSERVATIONS

1. Despite the limitations which are operstive in the selection of cfficer instructors
for the School, the present group of officer instructors on the everage appeers to be as .
good as can be obtained from military personnel. Their interest in instructing is high and
there is smple evidence that they put in meny long hours of hard work in the preparation of
their meterials. Undsr the present assignment policy, however, the level of excellence
appears to be & fortuitous one and future assignments cannot be depended upon to furnish
replacements of e calibre on the average equel to or better then that which obtains in
the present group. Many of the officers assigned to the School are recently integrated
Reguler Army Off icers not immediately eligible for foreign service. A key group was ob-
tained from smong a group of officers completing e year's graduate work in personnel admin-
istration in June 1947. Such circumstances providing the opportunity to obtain the assign-
ment of excellent potential officer instructors ere not likely to occur again.

2. As long as the tour of duty of officer instructors is to be for a period of three
yeers or less, there will exist a natural lack of incentive. The appeal that it is desir-
able for all officers to acquire some training in teaching methods and techniques because,
whether or not they are teaching at an Army school, they will be engeged in training ectivi-
ties more or less all through their Army career, may have some effect upon stimlating their
interest in leerning to beccme good instructors. However, such an appeal will at best have
only a temuous effect, because the acquisition of skills which people do not intend to use
in the conduct of their everyday affeirs is usually postponed in preference to learning
those things which will put them in a better position for promotion. There will probably
always be a few former teachers among any group of officers selected to instruct at the
School, but there are not enough former teachers among officers in the Army to insure that
personnel with such & background will always be selected. Besides, as has been pointed cut
previously, former teachers who have become Army officers have changed careers. They are
no longer primerily interested in being teachers.

3. The situation described and discussed in regard to selecting and guiding officer
instructors who are potentially excellent teachers, presents a dilemma which the Commission
has faced frenkly. It seems desirable that the tour of duty for really competent, well
qualified and interested officer instructors be not limited. However, it is realized that
from the standpoint of the individual officer such an assignment policy mey be a handicap
to furthering his Army career if present persomnel policies of the Army are to contimue.

It is poesible, of course, that the Army may come to recognize the need for good teachers
among Army personnel end to take steps either to recognize a career for officers as teachers
within the Army and to provide lines of promotion for them or to undertake to impart effec-
tive teaching methods to 2ll officers who are likely to be assigned es trainers or instruc-
tors sometime during their Army careex,

4. There is no strict limitetion on length of tour of duty for enlisted perso.nel.
Selection can take place over a period of time from among the graduates of the various
enlisted courses. Potential instructors ocan be tried out and reassigned without prejudice
if they do not prove to be good instructors. As mentioned previously, interest in becoming
an instructor at an Army school is high among qualified and oapable enlisted personnel.
Promotion to a grade of ataff sergeant at least comes repidly. With but a few exceptions,
the enlisted instructors at the School are at least that or higher. The table of alloca-
tion of grades for The Adjutant General's School provides for the grade of Staff Sergeant
or better for all instructors. Such a situation should contimue to be the case because a
capable and well qualified enlisted instructor deserves to be graded in one of the first
three grades.

5. The Survey Commission observed--and comments to the same effect were made by
various instructors at the School--that enlisted classes were teught more effectively by
enlisted instructors than by officer instructors. Several factors seem to account for
such a situation:
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a. Enlisted persomnel have been indocirineted to respect grade, especially in
relation to officers. Exceptions to this can be, and were, noted in the case of particular
officer instructors who have established successfully a teacher-student rapport with enlist-
ed students in preference to the usual officer-enlisted man relationship characteristic of
the Army as a whole. Where an officer, because of his personality, is unable to bring about
& relationship of respect on the part of enlisted etudents because of his ability as a
teacher instead of because of his position as an officer, the learning situation in the
classroom suffers. Enlisted students "freeze up." They will not ask questions or enter
into discussions freely because of the awe of "authority."

b. Enlisted instructors live end work under the same conditions as enlisted
students do. They can freely move about among enlisted students. They understand the -
motivational factors which are operative in the behavior of enlisted students. Because of
their insight into the various problems of the enlisted man they can gear their instruction
along the lines which meet the needs of the enlisted student. They can develop readily
among enlisted students discussions about the subject matter and guide it with the perspec-
tive of how an enlisted men mst function in the duty for which he is being trained.

Except for formal lectures, therefore, it is & more desirable practice to assign enlisted
instructors to conduct the classes for enlisted persomnel. The Commission does not desire
to recoumend this procedure as a hard-and-fast rule, beceuse there are exceptions to it.
There are officer instructors who have suitable personalities and a deeper understanding of
the subject matter than eny enlisted instructor who is available. Such an officer, there-
fore, should be utilized as the instructor for particular topics in enlisted classes. But,
as a general rule, wherever it is feasible to do so, enlisted classes should be taugnt by
enlisted instructors.

6. The Survey Commission finds it difficult to generalize its findings concerning the
situation in regard to the selection of instructors. It obviously is not a satisfactory or
good one. The selection of officer instructors perticularl; is too mch subject to chance
factors. When by chence a good instructor is developed by the School, the reassignment
policy of the Army removes him from the School Just at the point when he reaches his maxi-
mm usefulness to the School. At the seme time, as has been pointed ocut several times pre-
viously, the Ccnmission realizes that there is no career in the Army for an officer who
desires to be an instructor at en Army school. It appears to the Coumission, therefore,
thet the matter of selection of instructors for Army schools is a subject for research on
an Army-wide basis.

7. Another possibility investigated by the Commission for providing more stability in
the instructional staff at the School was the appointment of a few civilian instructars to
positions in each of the departmente except the Combined Arms Department. The administra-
tive staff of the School zonsiders such a step to be a desirable one. A considerable par-
tion of the subject matter taugnt at the School is essentlally non-military in nature and
18 included because it has military applications. Exemples of such subjects are personnel
management, office management, machine accounting, penal systems, statistics, personnel
psychology, and the like. However, if non-military instruction, is to be functional, it
mst be related to military content. Either the civilian instructars should have had some
militery background, or provisions should be made for them to obtain it. This is necessary
in order that their imstruction will not be academic but will be functionally related to
military situations. - -

8. Although it has been indicated that the curreat staff of military instructors is
excellent from the standpoint of general competence and interest, meny instruotars do not
possess the technical background which is necessary for the type of instruction for which
the School is responsible. A few key civilian instructors in the departments where their
training end experience can be utilized would provide the much needed expert assistence in
daveloping technicel subjeots. Furthermore, their appointments would add an elewent of
stebility and continuity not aveilable under the present system of roteting military
personnel. One caution mist be exercised, however, if the appointment of civilien instruc-
tors ies to serve the purpose intended. They must be individuals of high calibre, well
trained end experienced in their specialty with a recognized professional steuding in their
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own subject matter srea, To attract such a person to the School, the Civil Service Grade
mst be st least et the P-% through the P-G levels. (Sce Appendix F for position des-
ecription.) Unless such grade levels can be obtalned, 1t le unlikely that persons of the
densired calibre can he attracted to accept appolntments, In which cage it 18 more deeirable
to contimme to use only wilitary personnel as Inatructors. Furtheruore, opportanities miat
be orovided for civilian instructors to maintein and even extend thelr professional contacts
while employed in an Army school. Unless such provisions are made, it would be undesirable
to appoint civilian instructors, because their wmorale would be low and they would seek the
first opportunity to accept employment elsewhere where they would obtain the contacts
needed to stimuilate thelr continued growth and development in thelr chosen fleld of
interent, The appointment of civilian instruictors would have the further adventages of:

a. Furnishing teaching personnel who are more expert in their respective subject-~
matter flselds then military personnel are likely to be.

b. Obteining perscnnel whose careers are in the subject-matter field and for
vhom teachlng 1s esn aspect of furthering thelr professional career.

¢, Identifying the teaching at the School with similar teaching being conducted
at clvilian educational institutions.

d. Providing needed professional liaison between the School and civilian educa-
tional institutlons, business establishments and industrial concerns in aress presenting
problems of initial concern,

ITI. RECOMMENDATICNS

1. That a research program be undertaken by the Department of the Army on the subject
of selection, assignment, and promotion of off icer and enlisted inmtructors at Army schools

to determine speciflcally:

a. Desirable gualifications for effective and successful instructors.

b. Instrumente whioh cun be employed in selecting potentially succesaful
inatructors.

¢. The place of instructors in the career management program of the Army.

d. Necessary wodificetions in personnel policy and management to insure that Army
schools are provided with the best possible instructors,

e. Proper allocetion of grades to Army schools to insure that deslrable instruc-
tors of a high calibre are assured of promotional possibilitlies,

2. That as rapidly ae possible the etaff of enlisted instructors be increased to the
point where enlisted courses are taught almost exclusively by them, provided that they are
as well qualified to teach a3 are the available officer inatructors.

3. That e few key civilian instructors in the Civil Service Grades of P-4 through P-6
be appointed to teach non-military subject matter provided:

&, Thet the civilian instructors should have, or be able to obtain, the necessary
military background so that their teaching can be functionally relsted to milicary situa-
tions.
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CHAPM'FR VI

TRATN NG OF  INSTRUCTOURS

I. THE INSTRUCTOR GUIDANCE PROGRAM

1. What is the present prograum of instruct>r training?

At the present time, there 1a one ~fficer in charge of the instructor guidance
program (Assistant Director of Trelning). There har lwen no organized program of instructor
guldance. It hae been the practice at the School for the officer-in-charge of instructor
guldance to work individually with new Instructors for a period of a week or two and then to
have them audit classes for a period of time before beginning their instructional dutlies.

The program, therefore, has been very irformal and supposedly has been adapted to the needs
of the new instructor Iinsofar as the officer-in-charge of instructor guidance could determine
them. Also, preliminary to beginning to teach or concurrently with it, the practice has been
to have the new instructors audlt the 19 classe sessions on techniques of instruction which
are given In the Recrulting Instructors Course.

2. What are the plans for the further development of a program o7 instructor
guldance?

The present officer-ln-cnarge of instructor guldance only recently has assumed
this duty. He is a recently ipntegrated officer and appears to be well equipped to develop an
effective program of instructor guldence. As & civilian, he was a public scho>l administra-
tor. He recently completed a tour of duty as a graduate university student in personnel
adminietration. His Army experience, in addition to his civilian experience, has given him
a broad familiarity with training activities. Thie officer furnished the Survey Commission
with a plan for an inetructor guldance program, which in outline is as follows:

a. To prepare a handbook, by topics, on various methods of instruction.
b. To glve guldance in the preparation of leeson plans.

¢. To have each new instructor make a recording under the direction of the
speech instructor.

d. To have each new instructor audit the subjects conducted by those instructors
considered the best in the School, and to make critiques of the instruction observed.

6. To have each new instructor assigned to a senior instructor who will critique
the new instructor in regard to hie own instruction.

f. To conduct orientation courses for new instructors covering mainly the : |
techniques of instruction now given in the course for training recrulting instructors.

g. To conduct a continuing seminar meeting once every two to four weeks for the
discussion of educational methods and techniques.

i AR R

h. To conduct a class visitation program whereby instructors will visit classes
given by other instructors and subsequently tc critique the methods of instruction observed.

Ry

1. To make the speech Instructor available for any recording and dlagnostic :
work with any instructor who wishes it or needs 1it.
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3. What should be the functions of an instructor guidance orogram at the School?

The Survey Commission discussed this question at some length with various members
of the staff at the School. All were agreed that, in view of the present policy >f selecting
and assigning instructor personnel to the School, any instructor guidance program would have
to be based upon the agsumption that new instructors would need complete and thorough train-
ing in instructional methods. Furthermore, for even well qualified and experienced teachers,
there is & real need for a continuous program of instructor guidance to keep them refreshed
concerning effective teaching methods and techniques.

4. What modifications should be made in jnstructor training in srder to increase 1ts
effectiveness?

In raising this question with various members of the steff concerned, it was
apparent that the present plans for developing and extending the present instructor guidance
program were all in terms of perpetuating the current instructional methods, namely, the
lecture, the conference, and the practical work methods. The proposed plan, &8 sutlined
above, has been conceived as providing ways and means of making more effective the currently
established classroom practices. Considerable modification will be required to establish
more effective jnstructional methods and techniques which will better prepare students to
undertake the duties of specific military occupational specialties. What new instructional
methods are needed in the various courses will be discussed at length and in detail in
Chapter IX of this report.

II. OBSERVATIONS

1. Since Army instructors are not usually trained in instructional methods at the
time of their assignment, it is not only most desirable, but absolutely necessary, to have a
strong instructor guidance program. Even though instructors way have had training as
teachers in civilian 1ife, there are enough points of dissimilarity between civilian educa-
tion and Army education to Justify requiring all {nstructors to pursue an instructor guidance
program upon assignment to an Army school. Furthermore, even though they may have been
civilian teachers, the chances are that a considerable period >f time has elapsed between
their experiences as civilian teachers and the undertaking of the duties as instructors in
Army schools.

2. Whether each Army school, such as The Ad jutant General's School, ghould maintain
a complete instructor guidance program, including both srientation and indoctrination for
new instructors and continuous in-gervice training for o01d instructors, is & most important
question which the Survey Commission has considered in relation to the problem existing at
The AdJutant General 's School. Teacher training is a gpecialized field requiring specific
interests and training in the educational field. Not all teachers are suited to train other
teachers. Many teachers have no ‘nterest in training other teachers how to teach, even
though they have a high degree of interest and skill in teaching their own particular
specialty. Within the Army as a whole, there is no doubt that a group of instructors could
be selected who have the training, experience, and interest in improving the instructional
methods and techniques employed at Army training centers and achools through teaching others
how to apply suitable instructional methods. If some central school or area schools cculd
be established for the purpose of training Army instructors, great progress could be made in
improving instructi-nal technigues employed. Most {nstruction in the Army is gulded 1.oday
by principles enumerated in TM 21-250, Army Instruction, and TM 1-1009, Vocational Teaching.
Theae are excellent manuale as far as they go. However, as in the case of The Adjutant
General's School, there are training requirements and learning situatlons which require
{nstructional methods which g beyond the rather 1limited general purpose, one consisting of
preparation, presentation, application, examination, discussion, and critique as prescribed
in T 21-250, Army Instruction. It seems t> the Survey Commission that the purvose of
training instructors for assignment to Army schools could be carried out best by the estab-
1ishment of a central training school (or achools) £or instructors, orovided that it became
the center of advanced thought on educational practice in the Army and geared the instruction
to meet the specific instructional problems faced at various Army training centers and
schools. Otherwise, each Army school, and in thie case The Adjutant General's School in: ‘
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particular, must maintain an instructor guidance program of a high order of excellence in
order to meet its own particular needs. Each Army school could detail one or more of its
own instructors to such a central training school on a rotation basis to maintain close
contact and liaison and t> keep the instruction at such a school closely related to current
problems of instruction at his own particular Army Schools. In any case, even with a central
training school for Army instructors, The Adjutant General's Schodl should maintain an
instructor training program for brief orientation of new instructors and for contlnuwous
in-service training of all instructors. But, more emphasis could be placed upon the latter
with great effect in assisting instructors to carry on thelr teaching at a high level of
proficiency. :

3. A more adequate instructor guldance program than is presently planned needs to
be developed for instructors assigned to The Adjutant General's School. At present the
School's main emphasis is upon the lecture method. Although some of the teaching at the
School always will be conducted by this method, many different methods of instruction need to
be employed. For example, actually two extreme types of training exist at the School. One
extreme is teaching skills. The other involves teaching technical subjects of a profes-
sional nature. At the School the distinction way be seen in the difference between the
teaching in the Machine Accounting Course and the Advanced Adjutant General Officers' Course.
It is apparent that the lecture method would be used very rarely in teaching skills while it
would find more use in teaching techaical subjects (although, in contrast to the present
situation at the School,.its use in the latter situation needs to be greatly deemphasized).
To provide adequate types of instruction, therefore, the need for instructor guidance at the
School is mainly in methods other than the lecture in order to cover the wide variety in
instruction given, ranging from teaching skills to imparting highly technical knowledge.

4. Reserve officers (see Chapter IV) who in civilian life are members of college
faculties, could participate in the instructor guidance program during the summer. It may
be possible even for one or more such reserve officers to obtain a leave of absence from his
civilian school and be assigned especially to assist in carrying out a program of instructor
guidance,

5. One of the difficulties in connection with running an instructor guidance
program for new instructors is the fact that instructors are likely to arrive for duty at any
time during the year. At the present time, the turnover is high due to the fact that many
instructors are eligitle for overseas assignmente. This is more particularly the case in
regard to officer instructors, but it applies also to some degree in the case of enlisted
instructors. If new instructors could be assigned in groups once or twice a year, or at
mwst four times in a year, it would be possible to develop an organized program of instructor
guidance on a much higher level, and one which would be more adequate than anything which is
Planned for orienting the single instructor reporting at any time during the year. It
appears to the Commission that representation to assignment authorities in the Department of
the Army to establish such a policy for assignment of instructors to the School is a reason-
‘able request. Conversely, instructors should be reassigned from the School only at definite
times, and only after a group of new Instructors have been trained to replace them. With
such an assignment policy in effect the program of instructor guidance for new instructors
could be as follows:

a, New instructors could first be interviewed by the officer-in-charge of
instructor training, or one of his assistants, to determine their qualifications for and
interest in teaching. If at that time 1t appeared that the potential instructor has been
misassigned, his reassignment could be requested without prejudice to his .record.

b. The new instructors could then, for a reasonable period of time, attend
organized classes on instructional methods employed at the Schosl to become familiar through
lectures, reading, discussions, and practice demonstrations, with the various learning
situations existing in the various courses.




Figure &
Instructor Supervising Students

in the Operation of an IBM Tabulating Machine




c. Following this, a systematic program »f classroom observation could be
orpanized so that new lnstructors could see the current instructional practices in use. Con-
current with this, they could be preparing lesson plans to conduct the teaching for some
spec'ficed subject >r subjlects under the supervision >f the regularly assigned instructor.
Group discussions could be scheduled throughout this period for the purpose 5f conducting
critiques up>n wnat they had observed (with incidental profit to the regular instructors as
part of their own continuous in-gervice instructor training). Their own performances should
be critiqued vy the regular instructors under whose supervislion thelir firat leassons were
presented to classes.

d. The excellent facilitiee of the volce recording studio at the School should
be employed to make a voice recording for each new Iinstructor and part of the speech
instructor's time should be devoted regularly to diagnostic work for the inatructor guidance
program.

e. A final period >f classes for new {nstructors should be Lheld t» review the
work »rd to evaluate thelr understanding of the varlous Instructional methods sultable for
application at The Adjutant General's School. At this time, If the prospective Instructor
does not demonstrate his capability for handling instruction at the School, he should be
reassigned without prejudice t> his record.

6. In the event that block assignment of instructors is not feasible under current
Army assignment policles, the program >f instructor guldance must be continued on an indi-
vidual basis. To do 8> in an effective manner will require an initlal interview; a program
of reading and individual conferences with instructor guidance personnel; class visitations;
practice inatruction under the supervision of a senior instructor; and, final evaluation of
effectiveneas as an instructsr by instructor guidance personnel. Volce recordings and
necessary dlagnostic work should be conducted by the speech Instructor in the early part of
this period. The time spent with a new instructor on such an individual basis can vary from
a few days to several weeks, but ordinarily should require from two to four weeks. If he
cannot adapt within such a period -f time he should be reassigned. It is a disservice to an

individual to retain him in an assignment for which he cannot demonstrate a capacity to learn
the necessary elemente and manifest the requisite interest within a reasonable period of

time. It also unnecessarily takes up the time of staff personnel charged with his tralning
and supervision. The Survey Commiselon considers the program for orlenting new Instructors
indlvidually to> be less desirable than the group program discussed above. Neither the indi-~
vidual nor the small group instructor guidance program for new instructors would be necessary
if a central instructor training unit were organized. By sending new instructors to the
central instructor course the problem of instructor guldance for the individual or small
group would disappear. An ingtructor training program should include practice in teaching
which can be conducted only if there are enough present to serve as a class of students.
Mere thesry in an instructor training program is not sufficient. Civilian achools of educa-
tion discovered this long ag> and require a course in practice teaching. The prospective
ingtructor should have the opportunity to stand up before a group of students (who should be
other members of the instructor training class) and conduct a conference or exercise in
oréer to learn how really to do 1t.

a. In any event, the current practice of requiring new instructors to audit the
19 claes sessions on Techniques of Instruction in the Recruiting Instructors Course should
be abandored as soon as a more desirable instructor guidance program can be developed. The
materials included in the 19 lessons ars on & rather elementary level and are no>t pointed
directly toward teaching at The Adjutant General's School.

7. At the Command and General Staff College, Fort Leavenworth, Kansas, there is
taking place a conslderable development in methods and techniques of !nstruction in relation
to the problems of learning which arise out of the nature of the material being taught there.
Two £ormal classes in instructor guidance for new instructore are conducted there during the
summer months. The Commission considers that it would be most profitable for the present
officer-in-charge, and an assistant to him if possible, to be detailed to the Command and
General Staff College to audit one of the courses to be given during the summer of 194B.
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., Mothods »f Instruction are linked Inevitably with all the >ther educational
protloms of the School. It 18 eusentinl, theref>rre, that the instructor guldance program be
integrated clceely with the worrk to be carried on by the proposed Analysie and Review
Section. Actux!’ |, a good Instructor guldance program should dovelop out of analysis and
review of the ed..atlonal priegrum us a whole, At the same time, 1t will be contributing to
the development of desirablo educat!onal practices. Furthermore, the instructor guldance
personnel will be evaluating instructor comnetence, which 18 of immedlate interest and con-
cern to the persons wh> will be evaluating methods >f Instruction and achlevement »f
students. Aluo, the Instructor guiduice personnel need to be in close touch with current
training doctrine and ite influence on the content of the curriculum, because they will be
training instructors to impart the content in ways in which it will be learned most quickly
and thoroughly. It 1s, therefore, desirable and necessary to make Instructor guldance a
function of the Analysis and Review Section, where it can contribute to the development of
the overall educational policies for the School.

9., To assist the instructor guldance personnel to perform thelr mission, a method
for students to Indicate their evaluation of the inastruction they have received should be
instituted. The method should consist of having students complete, at the conclusion of each
course, dlagnostic rating scales (without signature) on the instruction received from their
various regular instructors (those appearing most frequently in the program from the depart-
ment primarily responsible for the course). This practice is becoming increasingly common
in civilian educational Institutions and has proven mrst helpful to instructors and their
supervisors in ¥orrecting faulty teaching hahi‘a and in determining which methods and tech-
n'ques are most stimulating for learning. Ratings can be obtained for such characteristics
as dlstracting idlosyncrasies In the Instructor; annoying or pleasing teaching habits;
general level of difficulty of the learning situations; effective teaching techniques; read-
ability and availlability of reference materials; integration of instructional program; and
the like. In fact, such a rating device can be used to investigate and evaluate matters over
vhich the instructor has no actual contrcl because they are inherent in the educational
policy of the School. (See Chapter XI1.) It will probably be necessary to conduct a "job
analyeis" of the classroom teaching at The Adjutant General's Schaol to determine the ele-
mente which should be Iincorporated In such a diagnostic rating scale. In fact, it ehould
become one of the first projects to be underteken by the Analysis and Review Section when 1t
ie establiehed. Its development and use are discussed here because 1t has an immedlate
value to the instructor guidance personnel in helping them to determ!ne the magnitude and
scope of the program for treiring instructors, both new and '0ld. One Incidental advantage
which should accrue to the School from the use of such an Instrument will be to reduce the
amount of classrcom visitation by School officials. Some visitation for supervision purposec
will always be desirable and necessary and supervisory personnel should not become complete!ly
dependent upon results from d‘agnostic rating scales as a substitute for observatisn. How-
ever, the number and extent of visite might well be reduced. A considerable number -f
studentas and instructores commented to the Commission that suteide visitors and school offi-
cials constituted a distracting influence upon the conduct of classes. It was the consensuc

thal both instructors and students try to put on a "good show” when visitore appear in a
classroom and that what occurs during their presence may not be at all typical of what

happens ordinarily.

10. It 18 the function of an Instructor guldance program to devige ways ané means to
stimulate Ingtructors continuouely to Improve thelr work in the classroon. To do &0
requires considerable imagination and !ngenulty in adapting a contlinu:u- | rogram >f instruc-
tcr tralning to the particular neede of the situation. No routine methods can be suggested.
No standard program can be devised. In fact, solutions to the problem can be discovered only
through continual analysels and study of the teaching and ite effectiveness in stimulating the
loarning of the content which i1s presented. Furthermore, the effectiveness =f an instructor
¢uidance program is related directly to the amount of interest shown by instructors in im-
proving their work. As has been pointed out i{n Chapter V »f this report, instructor guldance
pereonnel are apt to start off with a handicap in this connettion because instructors in an
Army schosl may not be interested in pursuing a career as a teacher but in getting aheed in
the Army. Consequently, at this point, only certain "hints" can be given as to what might
prove suitable typee of activity to be included in a continucus instructor guldance program:
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a. Recordinge of classroom activities for discusesion and critique,
b. Observations of teaching at civilian educational institutions.

¢. Talks by educatisnsl specialists visiting the School, especlally if they can
spend a few deys observing classes beforehand.

d. Selected readinge of materials -f current educational interest and seminar
discuselons on them.

e. Committee activity in conjunction with members of the Analysis and Review
Section investigating various phases of the educational program at the School.

f. Individual conferences with instructor guldence personnel in the process of
revising leseon plans.

g. Conferences to Introduce new content, methods, and techniques to be streseed
at the School.

11. The above 1list is not intended to be exhaustive of the poseibilities for con-
tinuous inntructor training. Except for one or two regularly scheduled formal meetings,
each montl', mort continuous instructor training will be informal in nature end will be con-
ducted in small groups. The problems which will be discuseed will arise out >f the teaching
problems wk'ch the individual instructor facee. How he solves them and upon what ressurces
he draws to solve them 1s correlated directly with his interest in improving his teaching.
With such an Interest, and possesesing the requisite ability to solve problems, how the indi-
vidual instructor actually solves them will depend ultimately upon hie imagination and the
degree of Ingenuity he exercises, as well as his deslre to improve and his willingneas to
take suggestions. Teaching 1s a creative art.

ITII. RECOMMENDATIONS

il 3 That research be undertaken by the Department of the Army to determine the
extent of tho need for and the feansibility of establiehing a central training schyol for

Army instructors. The research should include:

a. An Iinvestigation of the variety of educational methods and techniques which
are employed to accomplish apecific training misaions at various training centers and schools
in order to determine whether there are commonly employed ones. If this were found to be the
cage, 1t would be desirable and economical to establish a central training school or schools
for potential instructors.

b. An analysis of existing training methode to determine whether they are the
most effective ones In relation to the tralning objectives of the programs of instruction in
vhich they are employed.

¢c. A determination of the amount of improvement which a central training aschool

for instructors would make by ralsing the general level and effectiveness of Army Instruction.

2. That the instructor guldance program at The Adjutant General's School be made a
part of the work of an Analysis and Review Section,

3. That the instructor guldance program at the School be strengthened by increasing
the variety of activities in which instructors will be engaged in the interest of lmproving
their teaching and by relating the program to the observed needs of the instructor specifi-

cally.

4. That the Department of the Army inveatigats the problem of assigning {nstructors
to The Adjutant General's School and, if possible, adopt a policy of asasigning instructoras
to the School in groups not more than four times a year.
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J. That an obJective rating method for the vurpose of obtaining student evaluat!-n
>f the instructional program be devised and employed.

6. That the Commandant of the School request the Commandant of the Comrand and

General Staff College, Fort Leavenworth, Kansas, for permission to detall the officer-ln-
charge of instructor guldance, and an assistant Iif posslble, to audit the instruct>r
guldance course to be glven there during the summer of 1948.
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CHAPTER VII

STUDENT SELECTION AND GUIDANCE

I. PRESENT PROGRAMS

1. How are students selected (both officer and enlisted)?

Students are selected by assignment authorities to fill quotas which are
allocated to thom. The prerequisites for selection which have been established and
appear in the Army School catalogue for the assignment authorities to follow for each
course are as followa:

a., Advanced Adjutant General Officers' Course

Any commissioned officer with a minimum of 3 - 10 years commlssloned
service (including active Federal Commissioned Service in the clvilian
components) .

Demonstrated aptitude for administration.

Maximum age 35 years.

b. Assoclate Basic Adjutant General Officsrs' Course

Officer personnel selected for thie course must have demcnstrated an
aptitude for administrative activity.

Experience: Must have had active administrative evperlerce at company
lavel or higher.

Phyeical: General Seorvice

Age: 25 to 48 years inclusive

Grade: First Lieutenant through Lieutenant Colonel

High school graduation

c¢. Officers' Correctional Custodial Fersonnel Course
(1) Mandatory prerequisites:
Commiseioned officer of Armed Forces.
Training or experlence in command functions, either military or
civilian.

(2) Desirable prerequisites:

Supervisory experience in civilian or military correctional
institutions.

d. Recrulting Instructors' Courso (Officers)
Regular Army or Regular Air Force or Category I
High degree of intelligence, character, energy, diligence, and ability to
present information logically and convincingly.
Abllity to speak before groups.
Outstanding appearance.
e, Officers' Personnel Management Course

All Regular Army or Category I Officers or Warrant Officers of any Arm
or Service,
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(1) Mandatory:

Must be a commissioned or warrant officer of the Regular Army or in
Category I.

Must be below the grade of Colonel.

Must have & minimum of six (6) months previous experience in the field
of Military Personnel Administration or Management.

(2) Desireble:

Courses in business administration, personnel management, personnel
paychology, educational administration, guidance, occupational research.

Experlence in personnel work in privaete, public or educational agencies,
including personnel recruitment, appointment, selection, placement,
training, promotion, separation, employee relations record, adminis-
tration Job analysis, the writing of position descriptions and
specifications, or the classification of positions.

(3) Exceptions and walvers:

Walvers will be confined to cases where the officer or warrant officer,
although falling to meet one or more of the qualifications outlined
above, has demonstrated by outstanding performance of duty or by
formal education that he 1s capable of successfully pursulng a career
as a military personnel mansager.

Waivers may be granted by the Commanding General of an army or the
Chief of an Administrative or Technical Service,

Final authority on the acceptance of students for enrollment will
remain with the Commandant.

f. Advanced Administration (MOS 502)

Enlisted personnel selected for this course must have served satisfactorily
'~ an administrative assignment for three (3) months or more and have evidenced their
% ness for advanced training in military administration by efficiert performance of
ndministrative and clerical duties; AGCT score of ninety (90) or better. Reasonable
degree of initiative and ability to plan and control flow of work; potential qualification
for supervisory activities.

(1) Mandatory prerequisites:

Satisfactory experlience in administrative assignments for six months
or more, including supervision of one or more of the following
specialties: Clerk, General (055), Stenographer (213), Clerk-Typist
(405), Company Adminietrative Cloerk (630), and Personnel Adminis-
trative Technician (816).

Evidence of ability to direct or supervise administrative activities.

Must be NCO grades 2, 3, or L

AGCT score 100

NOTE: Clerical duties not involving experience in organization,
management and/or supervision are not acceptable as prerequisites.

(2) Desirable prersquisites:
Courses in accounting, bookkeeping, business Fnglish, business

machine operation, business organlzation and office practice.
High score on AGCT




g. Basic Classification (MOS 275)

Regular Army enlisted personnel of any Arm or Service.
(1) Mandatory prerequisites:

Must demonstrate facility in oral expression and possess personal
characteristics conducive to proper interviewing.

AGCT score 100

Army Clerical Speed Test score 90

Field of Interest: Clerical-Computational

(2) Desirable prerequisites:

Qualified as: Statistical Clerk (212), Vocational Counselor (262),
Social Worker (263), Classification Speciallst (275), Lawyer (279),
Personnel Consultant (289), Persomnel Teckniclan (290), Job
Analyst (298), Student, Business or Public Administration (336),
Personnel Clerk (368), or Clerk-Typist (405).

Familiarity with military classification activities.

High school graduation,

High sBcore on the AGCT,

1
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h. Personnel Management (MOS 290)
Regular Army enlisted personnel of any Arm or Service.
(1) Mandatory prerequisites:

Six months prior service as Vocational Counselor (262), Social Worker
(263), Classification Specialist (275), Personnel Consultant (289),

» Administrative NCO (502), or Personnel Administrative Technician
(816), or the civilian equivalent in industrial personnel, USES,
or other civilian personnel work. Normally only men with prior
military experience will be reported to The Adjutent General for
this training or duty assigment.

Army General Classification Test - Minimm scovre of 110

Clerical Aptitude Test - minimum score of 90

Reading and Vocabulery unit Test (AGCT 3a or 3b) - minimum score of 115

Arithlmetic Reasoning unit Test (AGCT 3a or 3b) - minimm score of 115

Must demonstrate facility in oral expression and possess personal
characteristice conduclve to proper interviewing

(2) Desireble prerequisites:

High schoe J graduation
High score on AGCT

i. Machine Accounting (MOS 400)
(1) Mandatory prerequisites:
Belcw NCO grade 2
High school graduation
AGCT score 110
Field of Interest: Clerical-Computetional
(2) Desirable prerequisites:

Six months successful experience in one of the following occupational
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¢ specialties: Clerk, General (055), Multilith or Multigreph

A Operator (128), Statistical Clerk (212), Key Punch Machine Operator
: (272), Office Machine Serviceman (287), Bookkeseper, General (350),
[ Bookkeeping Machine Operator (351), Persomnel Clerk (368), Stock

1 Control Clerk (374), Shop Clerk (457), or Student, High Schcol,

; Cormercial (481).

Knowledge of IEM accounting procedures and operations.

High score on AGCT,

J. Recrulting Instructors (M)G 3274)

(1) Mandatory prerequisites:

s

On DEML (Recmiting Service) or attached Alr Force.

Above NCO grede 5

ACCT score 110

3 Must be highly presenteble, adaptable,and of good character with the
ability to present information loglcelly and convincingly.

Expressed interest in naking a career of the Army,.

AR Y

(2) Desirsble prerequisites:

] Overseas service
Experience as an instructor, salesman, writer, or public relations man.
Courses in English composition, literature, and public speaking.

o X i e il 5
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k. Correctional Custodial Methods (MUS 1677)

4 Regular Army enlisted personnel of any Arm or Service.

(1) Mendatory prerequisites:

Minimum age 22, except that men of age 20 or 21 may be utilized in
cases where such men are sufficiently mature to successfully handle
general prisoners.

Minirum height 5 feet, 6 inches.

Physically qualified to successfully accomplish 8-hour tour of duty
standing, and to take instructions in Judo.

No general or special courts-martial convictions, and during current
enlistment not more then one conviction by summary court-martial,

AGCT score 90

Fleld of Interest: Miiitexry Sclence and Tactics,

(2) Desirable prerequisites:

NCO grade 4 or 5

Qualified as: Athletic Instiuctor (283), Policeman (291), Fire
Fighter (383), or Patrolman, Pipeline (4869).

Training or experience in a correctional institution or in police
work involving correctional methods, rehsbilitation, and the
direct control of prisoners.

Prior militery service.

b5 A e il R R L R
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High school graduetion.
High score on AGCT. ; :
1. Administrative Technician's Course (MOS 816) "~ |
(1) Mandatory prerequisites: i'
Satisfactory experience for three (3) months or more in perfi m.Lg or ?g
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or supervieing one or more of the following specialties: Clerk,
General (055); Clerk-Typist (L05) or Company Administrative
Clerk (630).

Below NCO grade 3.

AGCT score 100. 3

Arpy Clerical Speed Test score 90.

Fleld of Interest: Clericel-Computational,

(2) Desirable prerequisites: |

Previous civilian clerical or personnel experience.

Courses in business administration, occupations, psychology, office
practice, business English. i

High score on AGCT.

2. Are all personnel who have particular and appropriate MOS's attending or 5
scheduled to attend approved courses at the School? i

There 18 no planned program for insuring that personnel who have particular
and appropriate MOS's,or are potentially qualified for training in the MOS's for which
The AdJjutant General's fchool conducts courses, will attend such courses. Supposedly,
attendance at the School 1s & step 1n the career ladder which the individual officer or
enlisted man is following in furtherance of a career in the Army; or personnel
attend certaln courees such as those for Recruiting Instructors or Correctional and
Custodial Methods to acquire specific skills and knowledge in order to perform & perticular
highly specialized type of duty. Declision &as to whether or not an officer or enlisted
man should attend & particular course at the School rests with the aseignment authority.
The decision epparently is made on the baasis of the following factors in the order of
their importance in relation to selection.

a, Availability of individual for reassignment.
b. Quota to be filled.
¢. Minimum qualifications to meet the established prerequisites.

d. Interest of individual in attendance at the School to further his Army

3. What are the qualifications of the students in the various courses?

No objective data are available to give a statistical analysis of the
qualifications of the students attending the various courses. Opinions expressed to
the Survey Commission indicate that it varies from course to course and from class to
class in a particular course., Prerequisites,. of course, vary in the level of qualifi-
cations which have been established. Probably the best plcture which can be given under
the circum.tances is to give an adjective rating of excellent, good, fair, or poor on
a qualitative basis to represent the average level of qualifications of students attending
each course at the time of the Survey Commission's visit to the School.

a. Advanced Adjutant Gemneral Officers' Course - Excellent.

Composed largely of recently integrated officers who have been detailed
to the School in preparation for assuming duties at a division level.

b. Associate Baslc Adjutant General Officers' Course - Fair.

Compoeed of Reserve and National Guard Officere attending on & voluntary
basis.

c. Officers' Correctional Custodial Personnel Course - Fair.
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Composed almost entirely of officers who were avallable to fill the
quotas for the course and for whom no other suitable assignment could be
found. Duty assignments in custodial and correctional installations are
considered generally to be undesirable ones by the average Army officer.

d. Recruiting Instructors Course (Officers) - Good.
Increaningly better selection as value of course becomes known.

e. Officers' Personnel Management Course - A newly approved couree not ir
operation at the time of the Commission's vielt to the School.

f. Advanced Administration (MOS 502) - Excellent.

Well qualified personnel attending, all volunteers - interested in
securing their place and present grade in the Career Guidence Prcgram.
There 18 a surplus of 502's ¢t large, especially in the first grade, because
of re-enlistment policy permi.ting wartime first graders and AUS officers
to enlist in that grade in the Regular Army. (A former Brigadier General
recently attended this course as a Master Sergeant.)

g. Personnel Management (MOS 290) - Excellent,

A large number of enlisted personnel of the first three grades attending,
like the 502's, are interested in holding their places and positions under
the Career Guidance Program, Duty in this MOS is considered very desirable
by the enlisted men interested in personnel work but who do not have the

amount of formal training and experlence usually considered necessary to
hold comparable Jobs in civilian organizations.

h. Machine Accounting (MOS 400) - Excellent.

Composed of pipeline students in the replacement stream from training
divisions. AGCT prerequisite high. Desirable training because it equips
men with ekills which have direct value in seeking employment in civillan
organizations where there is a steady demand for skilled business machine
operators. Beginning of a career ladder under Career Guidance Program.

i. Recruiting Instructors (MOS 3274) - Excellent.
Same comment as for officers attending eimilar course.
J. Correctional Custodial Methodes (MOS 1677) - Poor.

Low AGCT requirement. Duty assignment upon completion of the course
18 considered by most soldiers to be undesirable, Most students are
detalled to course by the various Armies to fill quotas. A few pipeline
students in the replacement stream from Training Divisions.

k. Administrative Technician's Course (MOS 816).

Newly approved course not in operation at time of Coranission's vieit.

4, What information is obtained on the students other than that available from
the military records forwarded to the School?

None.

5. What research nceds to be undertaken to determine qualifications for admission
and to provide a basis for assignment upon completion of a course?
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At the present time, the setting of prerequisites for attendance at the
various courses is done on the basis of "impressions" as to what constitutes a
satisfactory pattern of qualifications. The School in drawing up & proposed program of
instruction or a revision to an existing one recommends a set of prerequisites. The
program is forwarded to the Department of the Army, where "experts" in training and
personnel management review it. If the prerequisites seem to be desirable and are not
unreasonable in terms of the available sources of manpower fror which students can be
drawn, they are approved or revised according to the "educated" jJudgments of those
reviewing them. It is obvious, therefore, that there is a need for research to establish
more exact and statistically verified techniques for the determination of what personnel
are qualified to attend the School and subsequently to undertake the duties of the MOS's
for which they are trained in the various courses.

6. What use is made of information which is available about students?

Under the provisions of AR 350-110 (Appendix C) and DA Circular No. 32,
October 1947, the Commandant of the School has the authority to reclassify an enlisted
student from one course to another or to relieve students from courses or from the School.
In the case of officer students the Commandant can either ordar them before a reclassi-
fication board or relieve them from further duty at the School in accordance with the
provisions of AR 350-110. To date, except for action in reclassifying or relieving a
student from School, little use is made of information available concerning students.
The educational emphasis has been upon preparing and teaching the content in the
approved programs of instruction rather than upon attempting to determine the
educational level of the students who are to pursue the courses.

T. What is the organization of the faculty advisory system and how does it
function?

There is a Faculty Board in accordance with the provisions of AR 350-110.
Formal meetings of this Board are rare. However, in effect it meets informally at
least once a week. The various members are consulted individually to rule on academic
eligibility and deficlency of particular students. In addition to the formal Faculty
Board, there is a faculty advisory system under which each student is assigned a
faculty adviser. It is the duty of the adviser to get in touch with a student who is
failing. The extent to which advice is rendered to students varies among the several
departments. For example, the Classification Department does considerable extra work
with its students on its own initiative, mainly because the instructional staff is better
qualified for and interested in giving advice to students who have acedemic difficulties.
The Correctional Custodial Methods Department, on the other hand, does only what is
absolutely required.

8. What is done about students who are deficient in reading ability, arithmetic
ability, study skills, knowledge of military information, lack of fundamental aptitudes,
skills, and the like?

Lacking skilled student guidance personnel to constitute a guidance section,
only isolated attempts have been made at the School to provide services of a diagnostic
nature in order to determine causes of academic failure among students. It is noted
that in the Enlisted Classification . .rse 5 hours are devoted to the techniques of
study. In addition, the Classification Department makes & seriocus attempt to give
guidance to students in its courses. The instructors in this department spend many
extra hours in talking with students. This has been & spontaneous development in the
Classification Department because of the interest of the instructors who have & back-
ground which qualifies them to render guidance. Also the speech instructors keep their
classroom open two nights a week to assist students with speech difficulties.

9. What provisions have been made for handling students' personal problems which
interfere with academic achievement?
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No provisions have been made for a general school-widé personal counseling
program. The classical assumption in an Army school is that a student is assigned to
a school as a duty. If he cannot perform the duty, for whatever reason, he should
be relieved from it and reclassified or reassigned. Actually this assumption is not
entirely accepted at The AdJutant General's School. Here again, the Classification
Department takes a personal interest in its students. It attempts fairly extensive
counseling with its students when they seek it. One provision is made for students to
express themselves about problems which they think interfere with their academlic status.
This is the Student Council. The senior member of each class is automatically a
member of the Council. ihe Council meets with the Cormandant, the Assistant Commandant,
the Executive Officer, and the Commanding Officer of the School Battalion. The council
discusses school affairs and listens to and attempts to resolve gripes made about
academic or living conditions. This solves many minor rersonal problems. Each class
receives a report from its representavive.

II. OBSERVATIONS

1. The qualifications and the basis of selection of students to attend The Adjutant
General's School are tenuous ones from the standpoint of insuring to the Army that proper
personnel receive adequate training to undertake administrative and personnel management
duties. At the present time, adequate selection may or may not take place. The Survey
Commission recognizes that selection of top quality personnel for any duty assignment
is dependent directly upon the availability of such personnel among the total population
of manpower in the Army. Competition for high level of ability is keen among the arms and
the administrative and technical services. Volunteers of good quality for various
duty assignments are attracted on the basis of interest and the prospects for advancement.
To date, The AdJjutant General's School seems to have fared very well in the average
calibre of students who have atuvended the School. It seems to the Commission that the
factors which determine selection of students to attend the School should not remain
fortuitous ones any longer than necessary. In this connection, researches currently in
progress at the Department of the Army eventually will establish more adequate criteria
for selection of students and will regularize their attendance at the School in the
course of advancing through the various steps of a career ladder. Figure 9 shows the
place of certain of the courses given or to be given in the near future for enlisted
personnel in the Personnel and Administration Career Field, as conceived at the present
time. The other courses given at the School similarly will fit into appropriate career
fields. With the introduction of the Career Guidance Program, it is probable that the
courses will be revised and extended and new courses will be introduced. Such a
development will assist the School in refining the missions of the various courses to
prepare students to undertake certain rather definitely defined duties. Furthermore,
before the Career Guidance Program becomes completely operative, rather definite
delimitations of the qualifications of personnel to be selected to perform specific
duties must be made. It is hoped that such qualifications will be established on the
basis of scientific personnel research. When the events discussed here transpire, The
Adjutant General's School will be receiving studento for training selected on the basis
of more objective criteria than it does at the present time.

2. The situation in regard to the selection of officer students is not clear to
the Commission. Presumably as details of the Career Management Program for officers
emerge from research yet to be undertaken, more adequate criteria for selection will
emerge. Figure 10 shows the Army school system for officers. The Advanced Adjutant
General Officers' Course and the Associate Basic AdJjutant General Officers' Course &are
at the level of the courses indicated in the boxes for technical advanced branch
schools. The Recruiting Instructors Course, the Officers' Correctional Custodial
Methods Course and the Officers' Personnel Management Course are special courses at the
lowest level of Army basic school work comparable to a basic branch course as shown on
the chart in Figure 10. Definition of the duties to be performed by oiiicers attending
the various courses are not precise. Qualifications for selection, therefore, cannot
be established with any degree of certainty that they will relate to identifiable criteria
in the performance of duties. It appears to the Commission that basic research in these
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matters noeds to be undertaken by the Department of the Army before The Adjutant
Genoral's School can be glven much assistance in establishing valid qualifications for
selection of officer studente to attend the vearious courses given at the School. Such
research should arrive at a determinatlon concerning what officers should attend The
AdJutant General's 5chool (or other Army echoole), eapecially for the Advanced Course.

3. Regardless of the qualifications and the method for selecting studenta to
attend the various coursea at the School, there 18 one step which can b» taken at The
AdJutant General's Ochool which will asslst the staff and faculty in gearing ite instruction
to fit the qualifications of studente attending the coursea. An experimental approach
can be made through devnloplng an inventory test to be glven tu all entering students.
Such a test will reveal the relative levels of achlevement which students already possess
iIn the subJects they are to be taught. The results can be analyzed to determine the
need for or the feasibility of establishing more precise minimum standards for selection
in order to insure that the studente attending the School have a relatively homogeneous
background of knowledge and experience. Cr, the results may show that it would be
possible in a short period of individualized instruction to dring nearly all students
up to approximately the same level of achievement. In addition, the results obtained
will reveal informatlon which can be utilized in determining the amvunt of emphasis
which should be given to varicus sublects, the level cf difficulty at which courses should
be pltched, and the rethode of instruction which should be employed ir presenting them,
The develcpment of such tests should be underteken as & Joint project of the proposed
Analysis and Eeview Section and the teaching department concermed. It 1s a project
where the services of reserve officers (sec Chapter IV) could be utilized effectively.

L. In line with current educational practice, after students have been selected
and are in attendance at the School, there should be avellable to tham educational and
personal counsellng services. ESuch services can be handled through the faculty advisory
syetem with a speclal guidance service avallable for diagnostic and remedlal wcrk for
students who need 1t., Faculty advisers can determine and straighten out matters of an
adninistrative nature. If a student's problem cannot be sclved in such a manner,
advisers can then refer the student to the guidance service. Cuch a service can be
Justified readily. It will keep in the Army many stidents who otkerwise will becorwe
dlscouraged because of fallure and either will abandon plans to reenlist or will plan to
resign when, with proper remedial work to correct thelr difficulties, they could have
hecorie succesaful students. It will determine for thoese students who are misassigned
what their proper line of developnent is In relation to the various opportunities which
exist among the varicus career flelds in the Army. Problems of a nature which cannot
be resolved readily through services immedlately avallable at the School can be referred
to clinical psychologiste in the Medical Depariment. The importance of such a service
at The AdJjuvant General's School, thereferte, 18 obviocus if the School is to assume 1te
proper role as one of the agencies whicn implement the personnel policies of the Army
through exercising proper perscmnel management techniques. Such a service would apply
the principles taught in a number of the courses at the School. If properly qualified
and trained military personnel are unavailable to staff such a guldance service as
encoursged here, provisions should be made to employ civilian counseling personnel. A
position description for such a position will be found in Appendix F of this report.

It 1s reallized that time for such work during the normal course of slx to eight weeks
duration is short, but 1t should be possible, if necessary, to withdraw & student from
a course, give him remedial work, and hold him over until the next regular course. The
presumption in such a case 1s that he will be an academic feilure if remedial work le
not undertaken. Resassigrment in cases for which remedial work ls not appropriate should
be prompt and without prejudice to the record of the individual.

ITI. RECOMMENDATIONS

1. That representat’on be made to the Depertment of the Army of the urgent need
for reseerch in order to establish more precisely quelifications for selection of
perscnnel tc attend the va:ious courses at The Adjutant General's School and for
deternmination of an orderly system of attendance for those personnel whose Army careers

will be furthered by doirg so.
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2. That an investigation be made at the School of the qualifications of students
entering the various courses through the development and administration of inventory
tests., These will permit the obtaining of data upon which to base determinatlions looking
toward the securing of groups of students with relatively homogeneous backgrounds of

knowledge and experience for the various courses.

3. That the faculty advisory system be strengthened and a student guidance service,
staffed with personnel qualified to render diagnostic and remedial services in the aree
of educational counseling, be established. This would include not only assistance with
personal problems of a non-clinical nature, but the determination and correction of
deficiencies in reading, aritlmetic, study skills, knowledge of military information,

and the like,
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PROGRAMS (F INSTRUCTION

I. THE PRESENT PROGRAMS (F INSTRUCTION

1. What procedures are involved in establishing courses at the School?

A particular courase at The Adjutant General's School is established by a directive
from the Department of the Army. Upon receipt of the directive, a coursee director 1s se-
lected. It becomes his first responsibility to prepare a program of instruction in accor-
dance with the form prescribed in WD Memo 350-5-1, February 1947. After coordination at the
School on the varilous details involved in the development, the program of instructlion is
forwsrdad to the Departwment of the Army. There it 18 reviewed in The AdJjutant General's
Department and necessary coordination 1 effected with other agencies concerned, such 8s the
Personnel and Administration Division and the Operations and Treining Division. It is then
either approved or approved with revielons, and returned to the School to be placed in opera-
tion. The course director is held responsible for administering the program of instruction ;
ag approved. From .lwe to time he can submit proposale for revisions or is directed to
modify them upon inatructions from The Adjutant General's Department. The outlines of the
various programs of Instruction currently approved at the School will be found in Appendix G

of thie report,

2. What Jjob analyses are available for MOS's for which training is given?

Complete job analyses setting forth training requiremeants, for any of the MOS's
have not been obtained from the Department of the Army up to the presemt time. There are
brief job descriptions evailable for the various MOS's in TM 12-406, Officer Classification,
Commissioned and Warrent, and in TM 12-427, Militery Ocoupational Classification of Enlisted
Personnel. FM 101-5, The General Staff Officer's Manual, sets forth a description of the
duties of an edjutant general. Since references available at the School are scenty end give
only a general description of the duties in the MOS for which training is to be given, a
program of instruction at present is based largely upon the personal knowledge, under-
atending, and Judgment of personnel charged with its development, review, and approval.

3. Has any study been undertaken to determine the significance of the content of the
various courses in relation to the duties for which personnel are being trained?

Other than to bave "experts" analyze and review the content of the various courses,
no attempt has been made to determine the significence of the material included in them in
relation to the dutiees which are to be performed upou conclusion of training and suosequent
assignment to the MOS for which training has been received. In a course such 88 the Machine
Accounting Course for enlisted personnel, where the duties are prescribed by the type of
business machines ewployed, training is specific in relatlon to the operations to be per-
formed. At the other extreme, however, is a course such as the Advanced AdJutant General
Officers' Course where an attempt is made to include everything that "might" be of use to a
prospective adjutant general.

4, Have the vearious courses been organized on a functional basis to irsure that what
is taught properly equips personnel to perform the duties which are charecteristic of the
particular MOS?

e. This question investigetes the qualitative sepect of the curriculum. To con-
sider the problem it poses, the difference between & structural and e functional orgeniza.
tion of a curriculum must be understood first.
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(1) A structursl curriculum ie one in which the content 1s logically
organized within subJect mitter fields in 8 manner typical of
academic college subJects. Application of learnling, therefore,
1e limited to discrete parts of functions or activitles.

The important thing 1s the mastery of a subjJect matter area
(such as, administrative managemsnt, personnel wanagement,
functions of The Adjutant General's Department, and the llke).
The content cen be applied,as 1t is learned but only to a spe-
cific part of the function of a Job unrelated to a complete
functionsl sequence. Where the students have an adequate
background of knowledge, understanding, and experience, howev:r,
the approach by logical sequence may result in efficient sand
functional learning. Under such circumstances, the structurel
orgenization might produce functional results. At the end of
the structural leasrning, In such a case, the student can
engage in large scale application of what has been learned.
This explanation of & structural curriculum describes the
basis upon which the various progrems of instruction are now
organized at the School. The essentisl element is that the
content of the verioue courses is now decided not on the
basis of "What knowledge 1s needed by personnel functioning
on a job?" but, rather on the basis of, "What does this aree
of subJect matter include?" The answer to the former question
would produce a functional curriculum, ae defined ilmmedistely
below. The answer to the latter produces a structurel or
academic type of curriculum.

(2) A functional curriculum 18 ore in which the student's learning
18 focused on the use and applicatioun of content in sequence
of related and real activities and in terms of the functions
he ie to perform. The importent thing 1s the frems of refer-
ence, the related sequence of activitles 1o which detalled
content is learned beceuse 1t 18 needed to carry out the
activities. It should not be overlooked thet, although the
student masters some content in & specific esltuation, he mst
also be able to generalize his knowledge and to apply the
principles and procedures to a large body of other related
situations., It is desirable, therefore, in ewploying & func-
tional approach to conclude each sequence of activities
utilized as a freme of reference for learning with a review
intended to give the student a couwprehensive understanding of
any segment of the subject matter.

b. In discussing the basis of orgenizing @& curriculum, the Survey Commission
discovered that the various steff and faculty wmembers with whom discussion wes held, did
not realize that there was another approach to organizing & curriculum other then & struc-
turel one. All of the courses at the School, therefore, are organized in e logical manner
typical of the usual academic approach. Teaching methode have been influenced accordingly.
This situetion is typlcal of courses ebove the trained skill level In nearly all,if not all,
Army schools.

5. Is 1t desireble to include in the Advanced Adjutant General Officers' Course, the
material for adjutants general which lLas been prescribed as being common in advanced
off icers' courses for all arms and services?

The answer to this question, in the unenimous opinion of steff and faculty members
interviewed by the Commission, is that it would be more desirable to have such wsterial as
is common to all arms and services given in a separate school. Inclusion of common sub-
Jects in the progrem of Iinstruction at The Adjutant General's School is & distraction from
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the primery uission of training prospective adjutants general to perform the specific duties
of such an office. It necessitates maintaining & swall Combined Arms Department (2 officer
instructors) for the sole purpose of giving such instruction. It would appear that such
material could well be given as a separate course intermediate between attendance at the
Army Basic School end a technical advanced branch echool (see Figure 10). In eny case, it
appears that the necessity for interrupting the training of prospective adjutants general to
glve what amounts to a separate course cowposed of common subjects of the arms and services
should be discontimied et the earliest possible date.*

6. Could & combined course with the Quertermester School at Camp lee be given to
cover coumon material?

Since the resources of The Adjutant General's School necessarily are limited for
providing instruction in common subjects of the arms and services, a possible way of
strengthening these resources was explored, namely, by combining forces with the Quarter-
master School, Such a step appeare to be feasible and discussion between the administrative
staffs of the two Schools 1s in progress with a view toward pooling resources in order to
operate a joint course to serve both Schools as long es the requirement remains.

II.  OBSERVATIONS

1. Programs of Instruction arise from the mission of a course. The mission of a
course should be stated In a functional form. It seems reasonable, therefore, to the Survey
Commisr.ion to assume that the varlous courses which are glven or will be given at the
Adjutant Genersl's School should be designed to trein personnel to perform the duties of epe-
cific MOS's or particular staff and administrative positions in & functional msnner. The
first step in curriculum plarning, therefore, is to obtain detailed Jjob anslyses for the
MC6's, showing specificelly the training requiremwents. The treaining requirewents should
indicate their relative importance to the MOS and the extent of training needed in each.
With such an objective analysis 1in hand, the personnel charged with the responsibility for
developing a progrem of instruction need not fall back upon their private judgments which
arc a result of personal experience and may not represent, therefore, the average and the
standard deviation for all personnel who also have had experience along the sams lines.

2. After the training requirements have been established on the basis of a complete
Job analysis for each MOS, the general nature of the curriculum can be determined. Con-
qldering the wide range of M0OS's for whichh training 1s given at The Adjutant General's Sciool,
there are three types of curriculs to be considered.

a. The ourriculum which coneists of information and skills. When the student
acquires them he satisfies the mission of the course.

b. The curriculum which includes the logical arrangemwent of subject matter,
theory, information, practice and skille needed by the student to perform the functions
which are the miession of the course.

# DA Memo 350-5-4, 15 March 1948, provides that after 1951 advanced courses at branch
schoole will cortain no common instruction covered thoroughly in basic courses. Since no
basic course 18 given at The Adjutant Gemersl's School, and it is not contemplated that
such a course will be given, the problem exists as to where prospective adJjutants general
will receive instruction in the prescribed common subjects. The present assumption is
that students for the Advanced Adjutant General Officers' Course will be drawn from all
branches of services after attaining at least a grade of captain. If such 18 to continue
to be the ocape, the students will have completed the required instruction in the besic
ocourses at the schools operated by their parent b.anch of service.
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; ¢. The curriculum which presents the various funotions the individual mst per-

form. During the study and practice of these functions, the student acquires the informa-
tion and skills needed and in the process acquires an understanding why the methods are
sound and how to develop similar methods for related functions.

3. After reviewing the various MOS's far which the School gives training and the
currently established programs of instruction as the venicles for giving the training, the
Survey Commission is of the opinion that the most suitable approach to the development of
the various curricula at the School is the functional one. By starting with the functions
of a Job, the student will be enabled to see at the start of his training the entire panora- 1
wa of the curriculum. He can become oriented quickly with the purposes and the direction of
the learning which are involved. This weans that from the very stert he will be equipped
vith a meaningful frame of reference into which he can f£it each item as he learns it and by
weans of which he can see more readily what further learning is needed. Furthermore, this ’ - |
process is not just an ordinary introductory orientation. It remains a continuing function
of the learning process throughout the course of instruction. This situation can be more
readily obtained for courses where the primary mission 1s to teach skills. There is only
one good way to learn a skill and that is to practice it. It 1s more difficult » but not
impossible, to arrive at a funotional curriculum for a course intended priwerily to impar+
subJect matter content. In such a course, the primary emphasis is upon selection of content
in terms of its usefulness to the student. There are some things that he mst know in order
to perform a job. There are other things that it would be nice for him to know, but which
he does not have to know. There are 8till other things which he might like to know to
satisfy his own curiosity but which have no relation to the job for which he is training.

4, 211 of the programs of instruction at the School are intended to produce func-
tional learning - the ability to employ facts » 8kills, techniques, procedures , and princi-
Ples in real situations, as well as in simulated practical work which constitutes a ma jor
prortion of the content in all of the courses. A multiplicity of Dpsychological studies
on the transfer ‘of training as a result of learning have demonstrated over and over
again that the extent to which transfer takes place from the original learning to the
situation to which 1t is to be applied, depends in large measure on the extent to vhich
the original learning is like the applicatory situation. This evidence indicates that,
for effective learning, a task should be learned in a manner as nearly as possible like
that in which it 1s to function on the job after training.

5. After the fundamental viewpoint of a functional curriculum has been adopted and
assimilated by the planners and developers of the various programs of instruction at the

and certsin definite skills (as revealed by the training requirements established through

Job analysis). Such courses, therefore, should be planned in terms of those consequences

which it is desired to achieve. They are, in essence, functional, and by organizing the

instruction precisely to f£it the job description, a functional organization of the program

of instruction will result almost sutomatically. (Teaching methods may not be functiomal in

such a case, and will have to be considered seperately as they are in Chapter IX of this

report.) On the other hand, wmature, advanced,and experienced students may be detailed to

take certain courses. Such students of their own volition may be able to give functional P
meaning to the content which they learn in a logical academic form. And, such learning

undoubtedly can be very efficient. Presenting such students with a functional approach

without tempering it to fit their perticular needs, may be insulting thetr knowledge and

capacity to learn things on their own initiative. What a modification of the functional -
approach means in such a situation is that it is geared to a higher plane of accoaplishment.

The problews chosen must challenge the true capacity of students to think and cause them to

80 through a process of self-growth in understanding. Where it is apparent that students

can and have grasped the total situation, facts, principles, theory, generalizatious, and

considerations which apply, material can be presented in a logical wanner which remains in

‘effect functional. But » Buch a step should not be takea in nodifying a functional approach

to combine it with a structural one until it is clear that the students understand and
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grasp the significance of the purpose of a given aspect of learning and can relate it to the
total situation If the content 1s presented to them in a logical form. In any case, the
functional approach is the primery one. It should never leave the students puzzled e&s to
what the content of the curriculum is all about. Meny students presently at the School were
confused in this regard and did not hesitate to so comment to the Commission. (These com-
mentse were received 72 . ly from students attending the courses where more advanced content
is presented.)

6. It 1s realized, of course, that a functionsl orgonization of any program of
instruction cannot be pleced into operation immediately upon a declision to adopt such an
approach. The development of a functional curriculum is a lengthy process. Furthermore, a
functional curriculver does not mean making this or that aspect more functional but rather
changlug the whole pattern of the curriculum. A single topic can be mede applicatory and
apparently functional. But, Its place in the entire carriculum, its reletionship to the
other parts of it, and to the mission of the courase will determine whether it is really
functional. The Survey Comnission 1s assuming that the study of the curriculum will be a
ma jor undertaking of the new Analysis and Review Section when it ls established st the
School. As they approach and deal with the problems of each course, & pattern will emerge.
Traneition will be gradual, as different amspects of a course esre changed appropriately to
wake it more functional. Teaching methode will be revised to conform to the new orlentation,
because functionel curriculur xists only when instructors have been fully tralned to handle
the problem situations eround which such & curriculum is built. The evaluation program will
reveal strengths and weaknesses In various phases of instruction. In short, the adoption of
a functional approach in planning, organizing, and placing into operation a curriculum only
sets the stage for & line of development. Furtherwmore, a functional curriculum should
change contimually to meet changes in situations for which training 1s given and changes in
qualifications of students who take the courses. The Commission, therefore, cannot set
forth a reorgenizetion of each of the programs of instruction at the School so that they
confora to a functional organization. It would not be appropriate to do so. It is only to
illustrate the line of development for & functionsl approach, therefore, that the reorgeni-
zation of one of the programs of instruction, the Advanced Adjutant General Officers' Course,

is discussed here.

7. At the present time, the Advanced Adjutant General Officers' Course coneists of
five msjor phases as follows:

a. Aduwinistrative Msnagement

b. Persunnel Management

¢. AdJutant General's Depsrtment

d. Common subjecte of the Arms and Services
e. Research and Special Projects

8. The current progrem of Instruction is orgenized to present theory and inforumation
first. Under the topic, Research and Special Projects, which comes last in the course,
there ere practical exerclses. The organization of the course seems to follow & logical
arrengement of subject watter (although that assumption is open to serlous question). It
ie what the plenners of the course thought prospective adJjutants general should know, but
was determined without the benefit of a study to relste content to the duties performed
by adjutants general at a level of a divielon or a compsrable Army organization. The pre-
scribed content, therefore, may or mway not be significent in whole or in part. From the
learning stendpoint, it prements to students conslderable detailed information. It is
doubtful that this {nforuation will be remembered for any considerabls period of time beyond
the exanination which covers 1t 1in the course. It 1s also doubtful whether students will
develop an adequate understanding of what is involved in the performence of the functions of

an adjutant general. There 18 no guerantes that students will on their own initiative relate

the theory and the facts that they have learued to the performance of the dutles of an
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ad jutant general., Observation of cless discussions bear out this last point. Students be-
come absorbed in discussing each separate aspect as an entity in and of itself. No comments
are heard which indicate that a process of generalizing and relating the material discussed
to the performance of duties as an adjutant general is teking place. The occasional off-
hand comments from an {nstructor that, "Now you will need to know this," or "You will find
this problem cropping up repeatedly,” or other similar statemente Intended to direct atten-
tion toward remembering informetion for future use are not enough. The significant ques-
tions which should be ralsed ebout the present course are, "Do studentes know what the func-
tions of an adjutant general are when they start the course?" "Do they, or oan they, relate
the theory (aes they learn it) to these functions?"

9. To reorgsnize the program of instruction for the Advanced AdJjutant Genersl
Officers' Course on a functional basls, the outline for the Course probably would be somewhat
as follows:

a, Phase I - Orientetion toward the mission of the course and an interpretation
of how it affects the students.

b. Phase II - Presentation of job analyses of the duties of adjutants general
at various levels of orgenization, with major emphasie upon duties at the division level for
wvhich the students are being trained to serve.

c. Phase III - Problems of an adjutant general at the division level.

d. Phase IV - The functlons of ad jutants general at corps, army, theater and other
hesdquarters higher than division level.

e. Phase V - The Adjutant General's Department in the Department of the Army.

10. Thne above ocutline leaves out the material presently included in Common SubJects of
the Arms and Services. Inclusion of such materisl presents a special problem. If the prac-
tice of requiring each brench school to glve some or all of the subjects included under this
heading is to continmue {regerdless of the branch of service or the primary purpose of the
course), a second program of instruction is imposed. There ere two alternate solutions.
Either a separate course can be given at the begimning or the end of the primary course, or
the material to be Included can be Iintegrated as much as possible with the various topics
in the normel course of events. If the material cannot be integrated, the students should
be graded separately upon eanv material which is given as a separate unit to fulfill the
requirement for teaching certein common subjects. A student may do very well in the content
which is specific to the Advenced Adjutant General Officers' Course and poorly in the coummon
subjects, or vive versa. A final grade which averages his standing in both 13 meaningless.

11. The advantages of orgenizing the program of inmstruction for prospective adjutants
general along the lines indicated are as follows:

8. The studert is acqueinted immediately with the mission of the course end he
1s oriented with respect to the learning which 1is expected of him. He is thus given a clear
motivation for the learning to be undertaken.

b. The student is provided e frawe of reference which ie meeningful in terms of
the Job to which he is to be assigned. He then knows what his achlevements must be in order
to be proficient in the performsnce of the duties involved.

c. The student seee the importence of facts and theories as they develop aut of
practice in dealing with the everydey problems with which agjutants general ere confronted
in fulfilling their assigned mission.
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d. The student lesrne how to generalize the information he receives because the
setting of the program of instruction requires that the learning be related to real situa-
tions. The instruction s accordingly unacedemic. The student is given actual practice in
applylng facte, theories, principles, snd the like, to enough similar situations to impress
him thoroughly with the processes involved in meking the necessary applications to solve
problems effectively. Theory is learned, therefore, as it arises from practice. Its
meaning is developed erd it grows into a useful generalization while the student learns
through practice how to apply it to other situations,

e. The evaluation of the student's learning will be in terms of his performsnce
in situations typically confronting adjutants general end he, as well es the School, ls pro-
vided with & realistic appraisal of how well he 1s prepered to undertake the duties of an
ad jutant generel.

12, With further study and analysis of the problem of training prospective adjutants
general, there can be developed a more detailed erd precise outline for the course then is
indicated here. Relative amount of time to be spent on each phase can be determined, elso.
All pheses obviously do not have equal importance in the treining mission.

13. One further point needs to be made explicit. The fact thet the program of Instruc-
tion as a whole 18 planned accrrding to a functional pattern does not insure that it will
produce @ functional type of learning. Within the broad cutline as indicated above, it
would still be poseible to organize the content of each phase in a structural fashion. If
the learning is to be functional, the details of the content within each phase must be ar-
ranged and presented in e wanner consistent with the intent of the organization of the whole
program of instruction. The actual instructional wethods mist be appropriste for insuring
thet functional learning will take place. (Instructional methodes are the subJect of the
next chapter of this report.) Finally, the examinations mst be functional. They should
measure the mission of the course.

14, Every course given at the School can be approached in the same msnner as 1llus-
trated here for the Advanced AdJjutant General Officers' Course to provide a functional
organization of the content to be included. )

I11I. RECOMMENDATI(NS ’

1. That The Adjutant General's School be furnished detalled Job analyses, showing :
training requirements for each MOS, staff and administrative position for which personnel :
are trained in the various progrems of instruction given at the School. Such job analyses ‘
should be based upon field research,

2. That the verious programs of instruction given at the School be reorganized on a
functional basis. A clear-cut statement of the training mission for sach course will serve
as the basls for organizing the curriculum, selecting appropriate instructional methods,
and evaluating student progress by examinations.
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CHAPTER IX
INSTRUCTIONAL METHODS

I. PPESENT INSTRUCTIONAL PRACTICES

1. What are the various instructional methods used at the School and of what does
each consist?

a. The various types of instruction as listed formally on the master schedules
for the various courses at the School ars as follows:

(1) Conference

(2) Demonstration

(3) Examination

() Practical Exercise
(5) Training Film

(6) Lecture

b. An inspection of the master schedules reveals that there is an almost
exclusive dependence upon the conference type of instruction (which in practice is primarily
lectures) or of the conference in combination with practical exercises. An occasional
tralning film or lecture is indicated. Also, occasionally, a demonstration is indicated in
conjunction with a conference.

2. What portion of the total time is devoted to each method?

A sixty-five minute period has been adopted as standard at the School. There
are six s\ h periods each day, except Saturday. By administrative fiat, only the first
45 minutes of a period can be devoted to a conference or a lecture. The remaining 20 minutes
are to be devoted to a study of references or the preparation of practical exercises. There
are ten-minute breaks between classes and one hour and twenty-five minutes is provided for
the lunch period. Classes begin at 0300 hours and end at 1645 hours. In effect, this
schedule has imposed an educational situation where approximately 70% of the time is spent
by the students in listening (passive participation) and the other 30% in directed activi-
ties. Some discussion occurs during conferences, but it is mostly in the form of instruc-
tors asking questions and students supplying the answers. The student's activity during the
allotted 20-minute study period is usually of the nature of preparing to listen at the next
conference or in reviewing the references discussed during the course of the previous con-
ference. In the training memorandum which established the present practice of devoting
20 minutes during each class period to activities other than lectures or conferences, it was
recommended that this portion of the period could be used for individual remedial work or

- small group (coach-pupil) studying. The proportion of the time actually spent in ccmpleting

practical exercises during regular class periods cannot be determined accurately. However,
the amount of time spent in practical exercises varies from course to course. Practical
exercises involve such things as making sample runs of IBM cards through the tabulating
machine, preparing sample morning reports, executing various official forms, completing
qualification cards from prepared data, laying out plans for arranging office space, and the
like.
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3. What are the principles underlying the use of each method?

The classical training methods expounded in T™ 21-250, Army Instruction, are the
basis for the instructional practices followed at the School. The practices are only the
{ suggested variations of the stereotyped instructional methods vwhich are set forth in that
! manual, which emphasizes the Jecture as the "most common method of instruction.”

E i 4. How appropriately are the principles related o the content for which they
are used?

E ! Coneidering the present educational viewpoint of the School (and of the Army as
I a whole) the principles are appropriate for presenting logically organized content with

- | emphasis upon ite memorization by the student for examination purposes. With a shift in
emphasis away from & structural organization of the various programs »f instruction to a
functional one in terms of training personnel to perform duties rather than to acquire

| formalized knowledge, the principles are gtill applicable to some extent but, in general,

¥ ! become less appropriate.

I 5. How do the principles work sut in practice?

a. From the standpoint 5>f mechanice of presentation, the classes observed by

various members of the Commission were judged, on Ine average, to be fairly effective. The

{nstructors generally spoke clearly and evidenced excellent platform technique. There was,
B however, ai appareant absence of training aids. (See Chapter X.)

b. Participation in conferences through voluntary questions and coaments from

students seemed to be 1imited to a few students in each class observed. Some instructors

were using the technique »f raising a questlon and then from the class roll calling upon &

student by "chance"” to answer the question. The method as observed was producing the "book

answer”" in each class and, therefore, was affording only & period of recitation for what was
| supposed to be memorized.

i c. The content of certain 1ectures and discussions was >f such an elementary

| nature, involved such simple concepts, or presented material which was obviously already

f - reasonably familiar %o the students, that 1t could well have been mimeographed and distri-

I buted t> the students. The students could have assinilated the content in 10 to 15 minutes

r of reading time instead of listening o 1t for 45 minutes. Since Do evaluation has been

e made of the real need for various topice discussed, tro much time 1s probably being spent in
presenting some of them while not enmough time is being taken for the others. In general, it
seemed apparent from s>bservatlons made and from commen“s received from students, that too :
much time 1s being spent in class listening to material being presented and discussed and not
enough time is being devoted to the study o>f available umaterials. (Materials containing the
study references for each prograa »f instruction are "packaged" and issued to students at
the beginning of each course.

d. The written exercieses filled in during conference periods or the responses
to oral questioning during such a period appeared to consist of nothing mwore than copying or
repeating words or phrases which had just been supplied by the speaker. Such activity does
not necessarily involve more than the mechanics »f writing or speaking. Such dull "mental
B exercises” could well be done outslde of class and could be based upon mimeographed materials |
i related to study references. Although the necessity for rote recall is recognized under |
i certain circumstances, the emphasis in classroom work could be placed better upon problem {
solving and upcn the integration and organization of 1deas as they relate to problem situa- ;
tiona.

e. Attention may well be called to the relatlion of the efiectiveness of a method
| to its cost. It would be aifficult to Justify the expenditures for much of the content that
was taught during eome of the class periods observed by members >f the Commission. If the
learning of informational details and other simple ltems in printed or mimeographed form were
made the responsibility of the students, then a more profitable use of the time of instructors
and students could be made by engaging in more effective learning exercises which require the
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presence of both. Cost ¢f such instruction can be justified more readily.
6. How effective are the principles of teaching which are used?

There was a wide range of variation in effectiveness. To illustrate, and to
some extent indicate, the varying degrees of effectiveness which were observed, several
clasaroom situations will be described brlefly, followed by an evaluation of each.

a. In a class of the Personnel Management Courge for enlisted students, the
instructor was referring to a manual which all students had open on their desks. The
instructor was using key phrases which he put on the blackboard as he talked about the
material in the manual. He asked for a definition of "work simplification.” One of the
students repeated the definition verbatim as it was given in the manual.

Evaluation. - Very lneffective. It ls a good example of a class functioning at the level of
rote memorizing. Each student could have read the material himself, and i{f 1t were necessary
and impcrtant as a part of tne misslon of the course, he could have memorized it.

Suggestion for a more functional approach. - Students studying work simplification could be
taken into a working office to study the layout in relation to charts showing flow »f work
in the office.

b. In a class on Techniques of Instruction in the Officers Recruiting Instruc-
tors Course, the instructor was giving what appeared to be an informal talk, although it was
really a lecture, on teat administration. He was well prepared, gave the impression of

v thoroughly understanding hie subject and was presenting 1t in an interesting manner. He was
lecturing on the point of how to establish rapport. He used illustrations showing the con-
trast trtween overemphasizing and underemphasizing preliminary remarks which are given to
introduce teste to prospective recrults. He went on to emphastze proper timing, security of
tests, preservation of pencils, and giving directions clearly and distinctly. He illustrated
each polint with obviously real experiences.

Evaluation. - Extremely effective. A good orlentation talk on testing, utillzing practical
experliences in a way that they can never be written down. If followed by supervised prac-
tice in giving tests, this presentation would prepare the students to expect certain cor-
rections in their msthods if they were faulty from the standpoint of accepted practices in
test administration.

c. In a class on Morning Reports in the Advanced Administration Course for
enlisted students, the students were working on a problem from mimeographed data. After
- each had finished preparing his report, the instructor called upon some of the students to
glve thelr solutions and the problem was opened for diecuseion. After the discussion, the
class was shown a slide giving the accepted solution so each of the students could correct
his own eslution to the problem.

Evaluation. - Extremely effective. The practical exercise was a real functlonal one pre-
senting a situation identical to one which will confront the students many times when they
enter upon their duties in a personnel section upon ~ompletion of the course. Through it
they were learning how and why a Morning Report must be filled out In a unlform manner by
everyone to impart accurately and precisely the information it is supposea to communicate to
others wno will be using 1t.

d. In a class on the topic of Assignment Direction and Control in the Classifi-
cation Course for enlisted students, the instructor was attempting to hold a conference on
the principles involved. The comments he made were too theoretical and di1d not register
with the students. Only a few etudents of the group asked questions. One or two of the
group asked more than one question. Typtical questions were, "Why should the Department of
the Army print a circular when the field dves not follow !t to the letter?” "Why didn't
they permit soldiers in CBI to enlist for periods shorter than 3 years?" "why can't written
material be so worded that it can be understood by all instead of only by audit teams?”
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Evaluation. - Extremely ineffective. The topic was one which was inappropriate, bacause the
personnel being trained will not be functloning at the level where they will have anything to do
about what principles of assignment direction and control are applied. It was in the realm
of pure theory to them, and they had neitlier the background of experience nor the formal
understanding to know about or be interested in the topic. Furthermore, they will not be
expected to know the information and the theory which were explained. Inherently realizing
that, the students had seized the opportunity of the discussion period to raise questions
of personal concern to themselves. Except for such personal staisfaction as they may have
gained, the period was wasted in terms of having been used for effective learning. Further-
more, the instructor could not give satisfactory answers to the questions which the students
asked because they concerned matters which were beyond his understanding and control.

e, In a period on the Psychology of Adjustment in the Basic Classification
Course for enlisted students, the instructor gave some introductory comments about person-
ality which were well presented and were aimed at developing & good understanding. He then
asked various members of the clase by hame to answer questions. The answers to these ques-
tions were mere repetitions of what he had told them. An example of the type of question
the instructor asked is, "What are the three categories of personality according to Jung?”
From the standpoint of stimulating rote memorization, it was a well-organized presentation.

Evaluation. - Very ineffective. The presentation was good and some difficult ebstract ideas
were clearly explained in aimple everyday language and related to some cartoon drawings
which were exceedingly clever and interesting. Up to the point that the students were
called upon to recite, the situation had been well prepared to stimulate effective learning.
The students, however, didn't express their own ideas which the instructor could evaluate
for correctness and either expaud or correct. They gave back only the worde which he spoke
and which will appear on the examination.

Suggestion for a more functional approach. - From prepared case material which students could
read in advance or read quickly in class, the instructor could conduct a discussion aimed at
applying an understanding of the principles he had explained to behavior patterns described
in the case material. The cases, of course, should be of typical personality problems with
wvhich enlisted classification personnel must deal in the everyday performance of their

duties in testing, interviewing, and claseifying personnel. (At their level of functloning,
1t should be a.ime& at developing an understanding and appreciation of personality differences

rather than with diagnosing and treating various personality deviations.)

f. 1In a period on Techniques of Instruction in the Advanced Adjutant General
Officers' Course, the various members of the clase had prepared 15-minute talks on topice
of their Swn choice for presentation to the class. Previously, they had been briefed
concerning the points which make & good talk., By lot, three officers were chosen to present
their talks. After each presentation, a member of the class was chosen to critique the talk
Then, the instructor gave his own critique, taking into account the critique by the member of
the class as he did so. It was planned to continue this process during subsequent periods
until all or nearly all members (about 30) had had & chance to participate.

Evaluation. - Extremely effective. It is obvious that one can learn to make a drief talk in
an effective manner, only by doing so. Such inetruction gives the students the techniques
of how to go about improving their own speaking ability. With subsequent practice at various
staff and committee meetings in which they normally will participate, their skill should
improve rapidly because of the helpful direction they received at the School. This example
111vstretes an important point, namely, a School doesn't always have to bring a student's
performance up to perfection as long aa he can be provided with an effective method by which
he can perfect hie skill on his own as he needs to employ 1it.

g- In a class in the Correctional Custodial Methods Course for officer students,
there was a discussion on controlling the condact of prisoners in a disciplinary darracks.
The group was small, only five students. The instructor was conducting it as an informal
discussion. The instructor presented typical problems which confront guards while escorting
prisoners outside of a compound on work detaile, such as, "You are two miles from the com-
pound and 500 yarde from the next detail. Two prieoners etart fighting. What would you do?”
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All five meumbers of the class were brought into the diecussion. After all had had a chance
to comment, the Instructor gave them the "echool"” solution to the problem. One of the
members made a further suggestion, which the instructor acknowledged as being an acceptable
addition to the solution as he gave it.

Evaluation, - Very effective. The discuseion was well conducted. It dealt with a typical
problem that the officers in the group will be facing upon completion of the couree and
assignment to duty at a disciplinary barracks where they will be supervieing enlisted guards.
However, there was one aspect of the situation which reduced its effectiveness. The instruc-
tor gave the "school” solution. This practice has grown up in Army schools in general. The
reasons for it apparently are that a school doesn't wish to be considered the final authority
on how problems should be solved and doesn't want to be in conflict with varisus responsible
commands in regard to the handling of problems which involve essentially command decisions.
Bowever, a good solution to a problem is a good one on the basis of reasoning ability no
matter who exercises it in arriving at a judgment. A school supposedly is trying to develop
effective reasoning in the students as a training agent of the arm or eervice which has
established it. Command decisions are made by individuals. The school 1a training person-
nel who are to be placed in positions of responsibility for exercising command. The educa-
tional emphasis, therefore, should be upon creating a learning situation in which individuals
can be supervised as they learn how to reason effectively in arriving at judgments which will
be translated by them into command decisions. The learning situation observed was effective
in this regard up to the point where the instructor gave the "school" solution. Giving the
"achool"” solution detracted immediately from the effectiveness of the discussion. In effect,
1t said to the group, "You may think differently. Your superiors may think differently about
how to handle this situation. But, for purposes of the examination, here is the solution. .,
In other words, what you are learning to do at this School is in a different category from
vhat you will be doing as an officer in charge of a group of guards at a disciplinary bar-
racks where this situation 1likely will arise. There, you are to do as your superiors
instruct you to 4o, not as we teach.”

h. In a class on the operation of the machine sorter in the .Machine Accounting
Course for enlisted students, the instructor was teaching the purpose of the sorter. The
exercise involved the use of a printed handbook. Nuwbered and lettered spaces were provided
in outline form in the handbook. The instructor read from his prepared outline. Ths scu-
dents copied what he read. Such as:

"C. Description of Machine
1. Electrically operated
a. Current (the instructor spelled the word)
(1) Mechanical parts operate on 110 or 220 a-c or d-c volts
(2) Magnets operate on 110 d-c volts

(3) Rectifier 1s used when source of power is a-c"

Evaluation. - Extremely ineffective. This is not a learning situation. Tt is purely a
clerical operation of copying something which 1s read in a mechanical manner. One educator
has characterized aptly such a classroom situation as & process whereby "The notes cof the
instructor are transferred to the notebook of the student through the voice of the instructor
and the pen of the student without passing through the head of either."” Even the value of
the content being transferred 1s questionable.

1. A class in the Correctional Custodial Methods for enlisted personnel was in
the process of reviewing the questions on an examination which had been given during the
previous class period. The instructor read the questions. The students gave the answers in
unison. The answer was then open for discuseion. Most of the questions were discussed by
some member of the class who was in the minority because he had answered 1t incorrectly when
taking the examination and wanted to argue the question in the hope of having it thrown out
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and, thereby, improve hie total score. On one question which was debated by several members
of the class, the instructor replied, "It is supposed to be true."” There was a debate about
another question as to whether or not John Howard inaugurated the Auburn system. Then there
was a debate over loosening of the tourniquet where the difference between the practice set
forth in the first-aid manual and the teaching at the School was brought out. The instruc-
tor replied in defense >f the way the question was scored, "That is the way we teach here."
During the diescussion the instructor noted that one or two students were dbusy with pencil
and paper. He sald, "Don't take the answers down. You'll throw a monkey wrench into our
entire system. We'll have to revise all of our examinations.”

Evaluation. - Very ineffective. This session was very revealing in regard t> a number of
educational practices which were observed in other classes singly, but which were observed
collectively in this particular class sesasion at the School:

(1) Examinations are given to pass or fail students.(See Chapter XII.)

(2) Examinations are seldom revised in a significant manner.
(See Chapter XII.)

(3) Much information is regarded as simply a "school" solution and is not
3 regarded as pertaining to a situation in practice (e.g., the discussion
about loosening the tourniquet).

() Much information is given which is unimportant. (Does it make any
differex;ce if the students d> or do not know who inaugurated the Auburn A
system?

(5) Much teaching 1s solely of an authoritative nature without a clear
understanding why a particular thing is taught (e.g., "It 1s supposed
k to be true.")

J. A Judo class in the Correctional Custodial Methods Course for enlisted stu-
dents was in progress. The 56 students in the class were working in pairs. The class was
being held in a building originally designed as & recreation building. The instructor wus on
the stage. He had an assistant. The instructor demonstrated the judc techniques as he
talked about them. He was using "point for point” instruction, breaking each separate hold
into 1ts component detailed movements. After the demonstration, the students in pairs
attumpted to put into practice what the instructor had described and demonstrated while on
the stage. The instructor and the assistant circulated among the pairs of students and
pointed out the mistakes being made.

Evaluation. - Very effective. The class was tdo large and the assistant was not active
enough in circulating among the various pairs of students. Otherwise, the technique of
instruction created a good learning situation. The "point for point” description of the
hs1lde 1s questionable in terms of effect, but the actual analysis and criticism of the prac-
tice as carried out by the pairs clinched the points which had been made. Since training in
a skill is involved, repeated practice is necessary for perfection. The instructor commented
: to the observer that the 15 hours allowed in the course for jJudo instruction is only one-
quarter of the time actually needed to train the students to a reasonable degree of skill in
Judo. He 1s probably right.

R R P

k. In a class discussing office management in the Advanced Adjutant General
Officers' Course, the instructor described verbally the difference between serial and
parallel routing of work. His explanation was not entirely clear and the class dlscussion
spread over appreciably more than 20 minutes. Finally, he placed on the blackboard an
1llustration of the routing of the Jjob by both methods. That settled the entire questlon.

Evaluation. - Very lneffective. If the inestructor had placed the illustration on the black- |
board at the beginning, his presentation would have taken not more than three or four

minutes and no discusaion would have been necessary. This 1llustration shows how a simple
instructional aid sometimes can save a great deal of time and increase the effectiveness of
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the learning situation.

1. In a class dlecussing the Personnel Replacement System In the Personnel
Management Course for enlisted astudents, the first comment by the Instructor was about an
examination which had just been held., He said, "If you have had certailn experiences in the
past, forget them and get what the Instructor says."” One of the students replled, "That ia
protty hard to do." The inastructor continued theu with his prepared talk. It was extremely
uninteresting and was given in a "sing-song" voice. The students and the obaerver promptly
went to sleep mentally.

Evaluatlon. - Extremely ineffective. The incident is reported here mainly as further evi-
dence that there ia little relationship between the performance of dutles in an MOS and the
training to perform them as usually given at the School.

7. What modificatisns in methodology now in use at the School would increase
effectiveness in learning?

In exploring this queetion with varisus members of the staff and faculty at the
School, the Survey Commigsion discovered that they know only the particular methods which
were being employed. They need expert guldance in the matter. This ies not to say that the
personnel at the School are incapable of or uninterested in effective teaching methods. They
are without any doubt a very able group. They have not been provided the opportunity to
learn how to handle an educational situatisn in other ways. In fact, they are very receptive
and desire to know how the accomplishment of thelr various training miseions can be improved.

8. Have %ypes of instruction been selected in relation to the effectiveness in
accomplishing the various training mlessions of the School?

No. The types of inatruction employed are those which have been handed down in
the Army as the way to accomplish "training." As long as they are employed, the quest! 1,
"Training for what?", is never raised.

II. OBSERVATIONS

1.  Methods of instructlon reflect the philosophy of education. How they are
carried out demonsirates teaching ekill. What they accomplish is indicated by the learning
achieved by the atudent,

a. The methods of instruction’ employed at the Schosl reflect the philoaophy
of training that material should be presented in such a manner that students can "memorize"
it.

b. The methods of instruction in the typical class at the School are fairly
effective for promoting "memorization.”

¢. That students do "memorize" the materlal to which they are exposed is
revealed by the examinations which require exact recognition of material ae presented. (See
Chapter XII.)

2. When a functional approach to planning the varlous programs of instruction at
The AdJjutant General's School is adopted, several midifications in instructional methods
must be made in order to implement the different educatiosnal philosophy.

a. Less time will be spent by instructors in "talklng at" students; more tims

will be spent in arran?ing classroom, laboratory, or field situations where students, under
an instructor's supervision, will "learn by doing.”

b. Less time will be spent by students in sitting in a classroom; more time
will be spent in individual etrdy, projects, and conferences.
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c. less time will be spent by instructors and students in discussing and
answering questions in large classes; more time will be spent by them in committee work
developing projects.

3. Lectures should be virtually eliminated except for certain specliel purpoases
which should be clearly specified. Examples of appropriate use of lectures are: To intro-
duce & new area or a topic on which material i{s not or cannot be made available in published
form; to present a topic in which frequent changes involved in the content make 1t difficult
to keep 1t up-to-date in printed form; or, to present topics of special interest, the
learning of which can be stimulated by a lecture.

4, Ae a result of the present teaching methods, some useful knowledge is learned
and retained for use on the Job subsequent to attendance at the School, but the percentage
of such information 1is lower than it need be because:

a. The mass of information presented during the course of the day, or even
during the course of many single class periods, exceeds the span of apprehension (defined
as the number of discrete ideas which can be comprehended within any stated period of time).

b. Emphaseis 1s on learning by parts. Thius 18 less effective than learning by
vholes. (Learning a Job as a whole resulta in more rapid learning than learning each
separate part of a jJob and then trying to integrate the parts.)

¢. Emphasis 1s placed on "concentrated" learning rather then on more effective
“distributed" learning. (In the concentrated method of learning, students concentrate osn
one aspect of a situation and then continue to a second, third, and fourth in a similar
manner. By the time the last aspect is reached, much of what was learned in studying the
first aspect has veen forgotten, even though 1t may be of equal importance to the job as a
whole as the last aspect studied. In the distributed method of learning, however, each
aspect occurs naturelly as it does in a real jJob situation and the chances for retention
of the knowledge and akills neceseary to do the j>b properly are improved.)

d. Relative importance of various agpects of the material to be learned has not
been evaluated in relation to job requirements. (Moet students bring to the various courses
some knowledge of the Jjobs for which they are studying. They realize from experience some-
thing about the relative importance of the material which is presented to them and, therefore,
take different degrees ot interest in it. Those things in which they are most interested
will be learned more quickly and retained longer.)

e. Motivation is superficial, conslsting of attempts to enlist the student's
interest through various verbal appeals aimed at stimulating him to put forth increased
effort to memorize the material presented. (The authoritative approach throughout most of
the classes is most evident. Little or no attempt is made to glve the student a frame of
reference for the material presented so that he will realize its importance; understand the
reasons why it is presented; view it in perspective to the Job he is to be called upon to do
as a result of the training he recelves; and, consequently, develop a real and lasting
interest in learning it in such a manner that it will become operative in his behavior on

the Job.)

f. There is no feeling developed that all materials presented "belong"” in the
course. (Ieolated, discrete, and unrelated materials are presented in sequence in the hope
that sometime, somewhere, or somehow, it will be of use to the student. Such a situation
becomes a typical "rat race" for the student to see how much of 1t he can memorize by rote
learning in order to pass the examination. With a sigh of relief, if he passes the examin-
ation, he goes back to his Jjob or to the new one, for which supposedly he 1s trained, with
the feeling that now he can find out what is expected of him, Very few students have
developed the capacity on their own or through previous educational experiences, to analyze,
eift, weigh, and, finally, to integrate discrete elements so that they become synthesized
into patterns of knowleédge. The situation has to be set for them to do so. They must be
guided in the process. The performance of duties in any specific Job requires a pattern of
knowledge or behavior, whether it consists of simply taught muscular skills or of complex
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patterns of thought in order to arrive at new insights upon which jJudgments can be based.
If a particular thing is important in relation to Job requirements, it should be taught as a
part of the pattern of behavior in which 1t fite.)

g. '"Paseive learning" is the most striking characteristic of the methods of
instruction employed. (An fnatructor cannot know how well a person is learning to do a job
for which he 18 being trained unless he can observe the progreassive developments in the
behavior of the gtudent. Automatic transfer of training between what has besn learned
"passively" and doing the Job in the way 1t is expected toc be done does not take place. The
student must "learn by doing .")

5s In the same course different instructors employ different instructional methods
for teaching their respective subjecte. In many instauces, these related subjects can dbe
taught by the same methods. For example, one instructor may teach morning reports by the
use of practical exercises employing mlimeographed materials and visual tralning alds. The
next instructor may teach the use of the Officers' Qualification Card by employing only a
sample form and the manual describing its use. Assuming that learning to execute properly
both forms has the same relative importance in relation to the duties of the Job for which
the student 1s being trained (which they may not have in practice), then there is no reason
why the methods of instruction in teaching the two forms should not be the same, with the
more effective one being preferred.

6. The length of time that students spend sitting in the claseroom, usually six to
eight hours a day, is altogether too long under present circumstances. A specific recommen-
dation concerning this practice is not feasible, because no rigid requirement will con-
tribute materially toward encouraging the adoption of more functional instruction. By
reorganizing the methods of instruction, it probably will be reduced, on the average, to
somevwhat below five hours a day. In any case, every effort should be made, wvhile adopting
more functional instructional methods,to make five hours a day the maximum amount of time
that a student will sit in a classroom.

7. Wnen a functional approach to the teaching is adopted at ths, School, the 65-
minute period now employed undoubtedly will prove to be too long. It 1s too short to engage
in an adequate laboratory exercise; it is too long to use solely for the purpose of a
lecturs. In present practice the use of only 45 minutes for a lecture or conference is to
be commended. Howevaer, the value of only 20 mlnutes as now used for directed activities 1s
doubtful. Students hardly get "warmed up" in what they ere doing before the 20 minutes are
gone. For all practical purposes, therefore, the 50-minute period commonly employed in
other schools, both military and civilian, 1s to be preferred. It provides a more flexible
unit, both in terms of presenting material in lectures and conferences and in running
several periods together for laboratory work, demonstrations, field trips, research projects,
committee work, or practical exercises. However, until such time as the programs of instruc-
tlon can be reorgrnized and the number of hours that etudents spend sitting in a classroom
each day can be reduced, the present scheduling is satisfactory. It does allevlate the
fatigue factor which 1s engendered by requiring students to eit in classes on a passive
basis for six to eight hours a day, by providing students with 20 minutes of self activity
in each 65-minute period.

III. RECOMMENDATIONS

1, That the number of conference and lecture hours be reviewed in relation to their
content with the object of substituting, wherever possible, more active learning situations,
such as demonstrations, field trips, laboratory exercises, committee work, and superviased
individual study.

a, Lectures should be virtually eliminated, except for certain special purposes
which should be specified clearly.

2. That much of the content now presented be reduced to mimsographed and printed
form and studente be made responsible for learning 1t outside of claes time.
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3. That as the various programs of instiruction are reorganized on a more functional
basis, a greater variety of instructional methods be employed and inatructors be given
speclal training in their use in order that they may be employed effectively.

L, That instructional methods be¢ better integrated so that unite of work taught by
different instructors fit a whole pattern of instruction. By doing this the elements of a
Job will be learmed in a more realistic manner in relation to the Job as a whole.

5. That the number of lecture or conference hours and other methods involving
passive learning by the students be reduced to a minimum, not Lo exceed five wours a day.

6. That in reorganizing the programs of instruction on a functional basis, the
50-minute class period be adopted in order to furnish a flexible unit of time for presenting
units of inatruction.

-7 -




CHAPTER X

MATERTALS OF INSTRUCTION

I. PRESENT SITUATION

1. Vhat types of materials are available for instructional and learning purposes?

Mimeographed materials, wall charts, maps, lantern slides, training films,
and f1lm strips are the types of visual instructionel aids which are available. Sound
recording and reproducing equipment are also available on a basie of more limited use.

2, What are the facilities for preparing such materials and for making them
available?

One converted company mess hall has been fitted up as a work shop for making
charts. (See Figure 1i.) It ie manned by five enlisted personnel who seem to be doing
& creditable job insofar as their limited and assorted skills permit. Films must be
obtained from the post and only two prcjectors are available. Lantern slides must be
mede in the photographic laboratory on the post., Printing and multilithing are also done
on the post. (There were numerous complaints about the time lag involved between the
time when an order is placed and the completed Job ie received.) Mimeographing service
in the Office of the School Secretary was reported as being insdequate from the view-
roint of time required for completion and the accuracy and quality of the product
produced. The equipment for the construction of instructional aids is pitifully
inadequate and consists largely of "homemade" and improvised materials. The tools and
supplies available are limited in variety as well as in quantity. The personnel of the
section are to be complimented for having demonstrated marked initiative and ingenuity
in accomplishing what they have with so little with which to work. They have, for
example, constructed their own light table for tracing overlay maps. All charts and
slides ares kept in the building and are available for loe: to instructors as they are

needed.
3. How are the materials and facilities used?

If an instructor desires a visual aid, such as a wall chart or a slide, he

must give the complete layout to the section because the personnel function only as akilled

technicians, If the visual aid cannot be made in the sectlon, arrangements are made to
obtain 1t elsewhere if possible. The Quartermacter School on the post is supposed to
give The AdJjutant General's School additional support in the production of instructional
aids, However, their own requirementa are such that work is backlogged to the point
wlere adequate services cannot be rendered to The AdJutant General's School.

L, What other personnel, materials, and facilities are needed?

a. In the opinion of various staff and faculty members, & person in charge of
instructional aids is needed badly. (See Appendix F for a position description.) Thie
person, preferably a civilian whose services will not be terminated suddenly by transfer,
should have a broad grasp and understanding of instructional aids and, accordingly, be
able to develop the program over a considerable period of time and give continuity to it.
Also, additional teclmicians need to be added to the working staff to keep up with the
volume of work already being received through the initiative of instructors. Presumably,
that volume will increase with the advent of a well-qualified professional person to
take charge of the developmental work in training aids at the School.

b. More tools and equipment are needed badly to facilitate the work, to

improve its quality, and to broaden the possibilities for the construction of variocus
alds. Also, amount and variety of materials need to be expanded.
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c. More space and more suitable space are needed. At present, there is but
one medium sized room to serve all functions. Separate rooms are needed for offices,
drafting, carpentry (with power tools), painting, photographic laboratory, storing, and
distridbution facilities. These should be coneidered the minimum requirements for any
instructional aids mection at a school the size of The Adjutant General's School.

5. How can the materials of instruction, their uses and facilities, be made more
effective?

An instructor preparing his work must think ahead to plan what instructional
aids he needs. Except for those subjects which he 1s repeating, assigmment of a topic
to an instructor is made only a week or two in advance. If he could sit right down and
decide what lnstructional alds he needs, he might be able to obtain them within a couple of
weeks' time. However, preparation of lesson plans normally doee not proceed in the
order of selecting training aids first and them outlining the subJect secondly, nor ashould
it. By the time an instructor has outlined his lesson plan so that he can decide what
training alde would be affective, there are at best only a few days remaining until the
time of presentation. He then can visit the Visual Training Alds Section to see what
they have on hand. If they have what he wants, or something near to it, he can obtain
it, If they don't, he usually goes away without anything because shorinees of time does
not permit the production of what he wants. He may remember some time later to request
the production of the aid he sought so that it will be on hand for the next time that he
is to give the subject, if he sbould happen to be scheduled to repeat it. As a conse-
quence of the situation, development of training aids is haphazard. Fewer training alds
are being employed than is desirable. The obvious need 1s for advanced planning. A
professional instructional aids specialist in charge of tlie work could give hils primary
attention and interest to vorking with imstructors, through department heads, to develop
materials in anticipation of needs well in advance of the actual demand for them. Such
advance planning gradually would stockpile training aids and free the technicians to
work on an occasional emergency need which had not been anticlpated.

6. What attention is given to relate particular instructional aids to particular
topice in order to make a proper selection of appropriate aids?

Very few teachers anywhere are really expert in the planning, development, and
effective use of training eids. It i1s possible to devise training alds which are an
integral part of the lnstruction. However, they are employed more often as "asides."

They are brought in as though a teacher just happened to think that there is some
illustrative material on the subject being presented. A slide 1s flashed on & screen. A
chart is displayed. An area on a map 1s pointed out, Very often, also, there 1s more
material presented by the training device than relates immediately to the discussion. All
of which points to the necessity of studying the need for a training aid; planning it

to fit the subject; and-- then using it as a part of the teaching situation and not as

an incidental adjunct to it, Since so little use of training aids was seen by the
Commission in the various classes at the School, it is not posasible to evaluate the current
practices there in any detail: From what little use of them as was seen, however, 1t
appears that instructors lack guidance and training in the planning, development, and

use of instructional aids. This, in addition to inadequate personnel and facilities

for the construction of training aids, has led to a condition of paucity in their use

in teaching situations where they could have been employed appropriately to enrich greatly
the effectiveness of the teaching.

7. What kind of & library of instructional aids is maintained?

A central library of instructional aids is maintained in the Visual Training
Alds Section and they have been conveniently catalogued. No branch libraries are
maintained in the various departmsnts, nor is a duplicate catalogue of available training
aids maintained in the Library. The Visual Training Alds Section 18 closed at night, eo
an instructor working on bis preparation during the eveming has no access to possible
1llustrative materials for study in order to integrate them into his plammed presentation.
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8. Are facilities avallable for recording classroom activities?

There is a sound recording studio in conjunction with the classroom used for
the Recruliting Instructors Courses. It is planned, in addition, to procure two or three
portable wire recorders.

9. What use is made of these facilities? 1

Except for volce recordings for students in the Recrulting Instructors Courses,
there 1s no use of the recording facilities to produce audio training aids. The use of
audio training aids will never be as extensive in teaching as are visual tralning aids,
because they are more difficult to produce; the equipment employed is more elaborate
and difficult to manage; and they are usually no more effective than the lnstructor
speaking unless they are accampanied by pictures as in & sound motion picture film or a
sound film strip. However, there are a number of uses for recordings which make them
effective teaching alds, either directly or indirectly.

a. The one already employed by the School is the most effective, namely, to
ald the student to study his own performence in spesking.

b. Recordings of classroom activities enable an instructor to analyze the
classroom procedures (with or without the assistance of instructor guidance personnel)
and to critique his own work. Thie is an indirect aid as far as students are concerned
because it only assists instructors to improve their methods and techniques.

¢. Seample interviews can be recorded and played to emall groups of students
for study purposes. The usual drawback to this procedure is that people have becoms s0
accustomed to hearing recordings made under soundproof studio conditions that extraneous
noises picked up in recording an actual situation act as distracters and divert attention
from the actual proceedings for which the recording was made. Training films with sound
recording are more effective when they can be obtained.

d. A number of important guest speakers appear at the School with significant
messages directly related to the training mission. Recordings can be made of their
talks and subsequently transcribed and reproduced in mimeographed form. Over a
period of time a falrly extensive collection of such talke can be added to the School
Library for reference and study. Here again is an example of a use of recordings as an
indirect trafning aid because materials which result will benefit classee subsequent to
the one hearing a particular speech and for whom the same speaker on the same topic
i8 not available.

10. Are there an adequate number of appropriate training films available?

The answer to this question et any school is always “No." Training films
have to be planned and produced over a period of time. They are usually costly to produce.
Very often they camnot de produced profitably for use at a particular school. To the
present time, the School has been selecting from among those films available for Army-
vide distridution. Very often such f£ilms are only of the nature of an orientation toward
a particular topic and therefore have little or no instructional value in a classroom,
although they deel with a topic taught. Yet, all things considered, there is a need for
many more training films than are avallable., Some of them could be produced profitably -
golely for School use because they will be used over and over again; frequently will
deal with eesential information of a key nature; and wlll contribute effectively to
improved training with subsequent improved proficlency in the performance of duties., The
resultant will be a reduction of waste and inefficiency. The School should plan the
general outlines for training films which are needed badly with a view toward requesting
their production in the order of their importance, first, to the Army as a whole (as
well as to the School), and secondly, to the School alome.
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II. OBSERVATIONS

1. Only limited use is being made of instructional aids at the School for the
reasons which follow: )

a. There is no professionally trained person in charge of assisting the
instructional staff in the planning, development, and use of training aids.

b. Facilities, equipment, and material to produce instructional alds are
limited.

¢. Instructors are inadequately trained in the effective use of instructional
aids.

d. Instructors cannot obtain instructional aids conveniently nor have catalogues
of available aide been established in places such as in the School Library or in the
various departments, where instructors can refer to them conveniently in order to
locate appropriate alds while preparing their lesson plans.

2. The development of effective training aids is an integral part of & sound
educational program. The Army's experience in utilizing training aids has been out-
standing. The successful use of training aids has attracted much favorable attention
from civilian educators and the American Council on Education has recently published a
volume* on their lmplications for civilian education., lack of emphasis and limited use
of training alds at The Adjutant General's School is notably out-of-line with currently
accepted training practices in the Army as a whole. The reasons are understandable.
They lie in limitations of budget for the activity, poor facilities, and inadequate
personnel. The Commisslon noted no lack of interest in, or appreciation of, the subject
on the part of responsible officials at the School. Rather, they lamented the fact that
the impositions of limitations beyond thelr immediate control prevented them from
providing what is necessary in order to have an outstanding audio-visual educational

program.
III. RECOMMENDATIONS

1. That a professionally trained civilian be employed to take charge of the planning,
development, and use of instructional aids.

2. That adequate physical facilities be provided to house properly the Training
Aids Section.

3. That the scope of activities of the Training Aids Section be expanded to include
such things as photographic laboratory, sound recording and reproducing, carpentry
facilities, reproduction facilities, and the like.

4, That provision be made to train instructors more thoroughly in the use <.
training aids.

5. That additional personnsl be added to the Training Aide Section to enable it
to render adequate services to the instructiomal staff with minimum delay.

. 6. That the School plan its needs for additiomal training films und request their
production with appropriate justifications in the order of their importance.

7. That duplicate catalogues of available training aids be established in the
School Library and that appropriate subjects be extracted to establisl separate catalogues
in each Department.

#Mills, John R., and Spain, Charles R., Audio-Visual Aids in the Armed Services,
American Council on Education, T4l Jackson Place, Washington, D. C., 1947




CHAPTER XI

LIBRARY

I. DESCRIPTION OF THE LIBRARY AND ITS USE

1. VWhat library facilities are avajlable to instructors and students?

One of the temporary two-story wooden barracks has been converted for library use.
The stacks are located on the first floor (see Figure 15) and the reading room has been
located on the second floor. (See Figure 16.) A reference room is being established for
the use of imstructors to include such materials as Department of the Army publications and
technical books, pamphlets, and the like, needed in the preparation of lesson plans. The
present book collection has been assembled from the disbanded Post Library at Fort Bayes,
Ohilo, and from what has been carried along by the School as it moved from post to post to
its presert location. It now includes about 9400 volumes. There are no separate funds
available for the purchase of books. A small bookstore has been established in one corner
of the first floor where students may purchase the necessary school supplies not furnished
by the School.

2. What time is allotted in the programs of imstruction for supervised study during
vhich library facilities could be utilized?

No time is allotted specifically in the present programs of study for supervised
study on particular topics. The present class schedules provide 65 minutes for each class.
Of this time instructors have been directed to devote 20 minutes to providing an opportunity
to study references or to conduct directed activities. (See Chapter IX.) For the purpose
of study, students are issued bundles of reference materials needed in the course they are
pursuing, and additional reference materials have been placed in claserooms, As presently
concelved, except for the special reference room, the School Library is to function for
recreational reading only. The etudy of required references and individual reading for
regearch purposes is to be accomplished in classrooms vhich are kept open at night for that
purpose.

3. Are there departmenial 1libraries?

There are no formal departmental libraries covered by a central catalogue in the
School Library. Such books as have been accumulated over a period of time in the various
departments have come from many sources. They are kept and used informally.

L, What is the organizational control of the School Library and how does it affect ite
functioning in relation to instructors and students?

The administration of the Library is directly under the Director of Training
(Assistent Commandant). One enlisted man 1s running the Library, bookstore,and the Infor-
mation and Education program for the School as well, An officer has been placed in charge
to supervise the activitles. The Library is kept open from 0800 to 1200, from 1300 to
1700 and from 1730 to 2230, The enlisted man is paid 50 cents an hour for keeping the
Library open during the evening hours. Since the Library has been newly established and
only recently has been opened for use, no count of its use by students and instructors is
available. AR 350-110, Military Education, General and Special Service Schools, General
Provisions (see Appendix C) provides that each Army school shall have a lidrary, & pro-
fessional librarian, and a library committee to supervise the library and its affairs.
These are wise provisions, and if carried out, integrate the library at a School with its
educational program. At the present time, such provisions are not being carried out at
The Adjutant General's School. As & consequence, it appeared to the Commission thet the

Library is being set apart and run as a separate entity. It seemed that 1ittle consideration
wag belng given to ways it could be operated to improve the educational program at the School.
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Figure 16

Reading Room on the Second Floor of the Library
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At the time of the Commission's visit,the Jibrary was not functioning, co it was impossible
to Judge how the policy as presently conceived will affect its functioning in relation to
instructors and students.

ITI. CBSERVATICNS

1. The Library facilities are as adequate as can be provided under the circumstances,
unless a covered areaway could be provided to Join two temporary barracks together to make
more space available., Such a move may have to be considered i1f the School population grows
to any extent and the use of the Library is made an integral part of the various programs of
instruction. .

2. A school library should exist for the primary purpose of being an integral part of
the educatioral program. It should provide reference materials and study facilities for
students and faculty. Much of the content presented in classes at the School could better
be rezd by students either in the references they are supplied, or in references to be
found in the Library. Instruction on an individual basis for more advanced students can be
provided only when adequate library facilities exist. Research by instructors in preparation
of lesson plans is facilitated by the resources available in a library. Keeping the class-
rooms open at night to provide a place for students to study the references which they keep
in their desks 1s a commendable practice which should be continued no matter how much the
regources of the Library ere strengthened. However, the Commission considers that the
Library should become an integral part of the educational progrem as well as & recreational
development as presently conceived. As the progrems of instruction are revised to provide
more supervised study (in line with developing a more functional approach) the Library will
come to be used more frequently and intensively for study and research purposes, particularly
the latter, than it is now.

3. A trained librarian is essential. Thig person should be a civilian employee
(swe Appendix F for position description) who will be able to develop the library progrem
over a considerable periocd of time.

Lk, The provisions of AR 350-110 on the organization of a library committee should de
implemented. A school library ie the concern of the whole School., The more that members of
the faculty are charged with the supervision of and the planning for ite use, the more 1t
will become & really functional part of the educational program.

IIT. RECQMMENDATIONS

1. That the provisions of AR 350-110 concerning & school library be implemented with
the

a, Employment of & trained civilian librarian on a permanent basis.

b. The appointment of a library committee to supervise and to plan the use of the
Library.

2, That the School Library be developed along thé: lines of becoming an integral part
of the educational program as well as a recreational reading center.
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CHAPTER XII

THE EVALUATION PROGRAM

I. CURRENT EXAMINATION PRACTICES

1. What is the present evaluation and marking program at the School?

a. The present evaluation program in the various courses 1s based upon
objective examinations which are given weekly in most courses (every two weeke in three of
the courses) and also at the end of the course. Almost all of the weekly examinations
include 75 questions and have a h5-minute time 1imit. Only in a few cases are shorter .
examinatione used. The final examinetion 1s almost uniformly a 100-question examination with
a 50-minute time limit. The examinations are machine scored (See Figure 17) and graded in
the School Secretary's Office. Grading is accomplished by determining the percent of correct
answers. Grades are reported to the students as an adjectival rating on the basis which
followa:

Percentage Rating
90-100 Superior
85-90 Excellent
80-84 Very Satisfactory
75-79 Satiafactory
70-7h Warning, but Passing
69 or below Failure

b. Occaslonally, questions are eliminated from an examination after it haa been
mimeographed. The elimination may take place before the examination is administered on the
ground that the work waes not covered adeguately in class or that the 'question 18 considered
to be a poor one. Or, it may be omitted after the examination 1s administered, possibly
as a result of class discussion vhich indicates that students misunderstood the question
becauge of poor wording or because that the students read into it an interpretation which
was quite sound but which the instructor who framed the question did not have in mind. Or,
the item analyeis may indicate that the question is not a valid one. (Such item analyses
are made automatically when ten percent or more of the students fail.,) The Secretary's
office records do not show, however, that much use {s made of item analyses for this purpose.
When a question is eliminated, especially if that occurs after the test is administered, the
clerical work is increased, particularly if the scoring and item analyses have been completed.

¢. The grade slips are given to the students either the day that the examination
took place or within twenty-four hours; rarely do they wait longer than that for the results.
Informing the students of their test resulte so quickly is a commendable practice.

4. A student may appeal from the examination results. He does so by presenting
his appeal to an instructor. The student does not have recourse to his examination paper.
The instructor would normally examine the student's paper again and evaluate the appeal as
ne sees fit.

e. Some of the examinations, primarily thoese given in the Machine Records Course
and the Correctional Custodial Methods Course, are in the form of practical exercises. For
these, the studenta are given a numerical rating which is transmuted into an adjectival
rating in the Secretary's office.

f. Recently, problem type examinations have been introduced in The Advanced
Ad jutant General Officers' Course. An elaborate procedure has been devised for the prepara-
tion, administration, and grading of these examinations in order to obtaln obJectivity. No
such examinations had been given as yet at the time of the Commission's visit, so their
effectiveness could not be evaluated.

- 82 -




B i

1o}
o
ﬁ;
ord
Fe)
o f
= y
[} @
8 "
- =)

N
ng

T

Sc

b |
]

st




L A PN R G AR S S SRR ISR A SRR S TR S T EE e e S SRR SR S M e . - - -

2. Who determines what examinationes will be given?

A course director determines what examinations are to be given in conformance
with an approved program of instruction. He requests department heads to provide an appro-
priate number of questions. Instructors submit iteme on their respective topics to their
department head who reviews and consolidates them. He then forwards them to the course
director wh> consolidates the queastions with those received from other departments which have
given instruction Iin the course to be covered by the examination in preparation. After
the course director reviews the questions and coordinates any problems in connectisn with
them with the department head concerned, he puts them together as an examination and for-
wards them to the School Secretary whose office edits the tests and prepares them for
mimeographing. Editorial changes are mede only with the approval of the department head
concerned. The editorial functions performed include rephrasing items to obtaln proper
grammar and mixing questions on examinations so that subjects and correct items appear in
some random order. The Secretary's Office is supposed also to determine the number of ques-
tions on an examination, but, in recent practice, course directors have been assuming that
responsibility. The examination is administered as a responsibility of the courase director.
After 1t 1s given, the papers are returned to the School Secretary's Office where they are
scored by an IBM test scoring machine and grades are determined.

3N For what purposes are examinations employed?

Examinations are given with but one purpose, ramely, to determine grades in the
various courses. Weekly examinations are reviewed with the classes, but in practice such

g reviews serve only the purpose of allowing the students to check upon the accuracy of their
answers. The students are permitted to ralse questions and to discuss the answers. Such

"discuseion” in practice usually turns out to be an opportunity for a student to argue about
an answer rather than serving the purpose of a learning period used to clarify misunder-

standing in areas which have not been understood clearly by a sizeable percentage of the
students.

b, Who determines how examinations will be scored and what will be done with the
resultse obtained?

The School Secretary carries out the mechanics of scoring and uses the results
only to report and to record grades. The practice of weighting certain items or sectione of
examinations has not developed at the School. All marke are recorded as percent correct of
the total number items on any one examination. A student's final grade is an average of
his percent grades on all examinations. There 1s no differentiation in the weighting of
separate examinations. The final test, for example, is given the same weight as the tests
given during the course. N> account is taken, therefore, of the relative importance of the
subject matter covered; of the differences in the variation of scores on separate examin-
atlons; or, of the differences in geaeral level of difficulty of the various examinations.

5. What analysis is made of examination results?

The School possesses an 1BM teat scoring machine with an item analyzer. In the
case >f an examination on which ten percent or more of the students fail, an item analysis
is made as a matter of routine. Item analyses are also made when requested by a course
director. The item analyasis iv in the form of the number of atudents selecting each of the
various answers, that is, true or false, or each of the several choices in the case of
multiple cholce items.

6. What use 1s made of the analyeis (both in theory and in practice)?

In theory, examinations failed by ten percent or more of the students (percen-
tage grades below 70) are to be item analyzed in order to permit instructors to see what

itema were too difficult and which should not be used in subsequent examinations. An
inspectior. of the examinatione given in the same course but to different classes indicated

that it was a common practice to repeat the same examination for successive classes usually
with some changes, most of them minor. These changes occasionally are based on the item
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analyses that have been provided by the School Secretary's Office. Apparently items which
at least 70 percent or more of students in the classes cannot answer conslstently from class
to class have long ago been eliminated from the examinations which are used repeatedly.

i e

7. 1Is a file of items for examinations maintained?
N> organized test item file is maintalned. &;
8. How effective 1s the present evaluation program? Ej
a. A number of characteristics appear to hold true for virtually all the '

examinations. Each examination appeared to be a mixture of many areas of content. For
instancs, the first part of one examination contained seven questions on military law,
followed by four on peychology, four on statistics, five on morale and leadership, and five
on testing. The second part consisted of multiple choice items,the firs% eighteen of which
were on military law, followed by fourteen questions on various aspects of psychology,

eleven 5n statistics, twenty-three on morale and leadership, and twelve on variosus aspects .
of test and measurement. This variety of content was true of most of the tests inspected. 3
The tests appear, therefore, to be aimed at measuring the retention of a variety of factual 9

content covered in a course.

9. Is there a need for a clvilian test technician to assist in the development of i
examinations for the School?

From the standpoint of test construction 1t is apparent that the School needs
tralned professional help. There were a number of evidences, probably too many, of such
defects as poor wording; obvious right or wrong ansvwers; questions, the answers to which i
indicate the answers to preceding questlons or to questlions that come later; and the like. 3
There 1ls room f>r a great deal of improvement whlch probably can be made only by provliding
extensive tralning for the lnstructors wh)y write the questlons, and by bringing in a full-
time test technician. The following items from various examinations {llustrate typlcal 1
errors in test constructlon which are belng made rather consistently:

a. Q. '"Tests are a positive way of measuring personality." (True or false)

This type of question i{s difficult to interpret since the meaning i
of the expression, "a positive way" is not clear.

b. Q. "Rodas >f the eye are used to see:
(1) in the dark
(2) 1in the daylight
(3) color
(4) things directly observed"

Q. "Principles of Military Psychology have been used since:
(1) World war I

(2) French Revolution

(3) B.C.

(4) World Wer II"

Q. '"Trade tests were developed by: =
(1) industry
(2) the Army during World War I
EE; labor unions
the Army during World War II" i,

These items are 1llustrations of interesting facts for studente to know, but
their significance to The Advanced AdJutant General Officers' Course, from which they are
taken, 1s questionable.
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¢. 2. "A form showing individual differences of any individual is called:
(1) ogive
(2) pilctogram
(3) proftle chart
(4} rating scale"

This question cannot be answered since the expression "individual differences”
refers to differences among indivlduale. The lead statement should read, "A form showing
variations in tralts of an {ndividual is called:"

4. Q. (occurring on the first page of an examlnatlon) "The prlmary responsi-
bility of a leader is the accomplishment of the mission which is assigned aim by his
superiors” (True or false)

2. (occurring on page nine »f the same examination) "Next to his mission,
the leader's most important responsibility le" (followed by four choices)

This ls an example whers the second quest!on {ndicates the correct answer to
the first item.

e. Q. "A median is the most affected of all measures of central tendency
by extreme scores."” (True or false)

The wording of this question {e awkward. Either of the following would carry
the thought in a clearer fashion:

"0f the several measures of central tendency, the one myat affected
by extreme scores s the median.”

“The median s the one of all the measures of central tendency most
affected by extreme scores."

f. Q. "The maximum validity of a test ts limited by 1ts reliability.” (True
or falge)

This item can be answered correctly by a student who has learned the statement
as a fact without knowing what it means. The important thing !e thé understanding of the
principle and its significance in the interpretation of the test results.

g. Q. "The primary purpose of correctional classification ls to:
(1) hold the offender in confinement
(2) release all offenders as soon as poseible
(3) dispose of all offenders properly after systematic individual
study and investigation
(4) grant clemency and home parole."

This item illustrates the most common error made by untrained and neophyte test

constructors, namely, to make the correct item the longest and moat detailed of all the
distractors, obviously giving 1t away because of the wealth of detail imparted in contrast

to the other choices.

h. Q. "Of the following responsibilities, the one which is NOT a responsi-
bility of the area officer is:
(1) counts in area
(2) 1inmates' 201 file
(3) supplies for inmates
(&) discipline”

Obviously too easy. The correct item i{s not on the same'continuum" as the other
choices which are intended as distractors. It is something different altogather.
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1. Q. "A sergeant relieved from the Army after 20 years and 6 months
service who had been awarded the Medal of Honor and the Silver Star would be entitled
to monthly retirement pay in the amount of:

(1) $68.25
(2) ¢$81.91
(3) $715.08,
(&) $92.50"

Teste detailed memory for information which can be obtained from pay tables,
and probably is in practice.

J. Q. "Which of the following statements best defines a modern salesman?
oo (1) a person who can sell ice boxes to Eskimos and heating plants
to citizens of Panama
(2) a person vho assists another person in making a wise decision
or purchase
(3) a person who persuades another person to buy something he
can't use and can't afford
(4) a person who has developed such glibnese that he can talk
anyone into anything."

There are "modern" salesmen who can do any of these things. Anyhow, the item
doesn't fool any reasoning person who can decide readily what he would like a salesman to do.

- k. Q. 'The qualifications of any Army cook are described in:
(1) ™ 12-405 (Civ. Occup. of Officers)
(2) T™ 12-425 (Personne’ Classif.)
(3) TM 12-426 (Civ. Occup. Classif. of EM)
(4) T™ 12-%27 (Mil. Occup. Classif. of EM)"

The context of the correct item gives the answer away.

1. Q. "The Organized Reserve Corps includes the Officera' Reserve Corps, the
Inlisted Reaerve Corps, and the Organized Reserves."” (True or false)

Everything is included, so it must be true.

m. Q. "A typed indorsement is uaed solely for the purpose of forwarding
inclosures.” (True or false)

Superficial attempt to catch the examinee on the use of words.

10, What special abilities are noted on the academic report for officer studente
attending the variosus courses?

a. AR 600-185, Personnel, Efficiency Reporte, requires that academic reports
be submitted for all officer students at the completion of a course. There is required:

(1) An academic rating expressed in academic rank within the total
graduating in the course.

(2) A statement of special aptitude for any particular duty in those
instances where circumstances are such as to render it possible. This item 18 not to be
supplied as a matter of routine but is to be included only in those cases where aptitude
is outstanding and opportunity for observation is sufficilently adequate to Jjustify making
a comment.

(3) A report when the osfficer 1s considered t> be a potential instructor
for the School.
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b. The purpose of the academic report is stated in AR 600-185 as follows:

"12f. Grades or ratings. - Grades or ratings furnished in academic reports
will be given due consideration In evaluating an officer's gqualifications for any and all
purposes, including selection for assignment >r training, promotion, demotion, retention on
active duty, detall, transfer, or separation. Academic ratings are not to be confused with
ratings obtalned from efficlency reports on performance of designed dutles, but may be used
in addition to other factors in evaluating the numerical ratings obtained from efficiency
reports considered singly or over an extended ;erisd of time."

c. Current practice in making academic reports for officers completing courses
at the School 1s to give only their numerical class standing and to indicate "none” for a
comment on special aptitudes. The Jjustificatlion for such practice is that contalned in
AR 600-185, namely, that circumstances at the School are such that observation of officer
students is insufficient to make specific comment concerning special aptitudes. The numeri-
cal standing becomes of prlme concern, therefore, because it is the only specific informa-
tion that career management authorities have in evaluating an officer's school performance
in considering his record for possible aseigumernt or promotion. The significance of an
officer's class standing 1s derived from the validity and reliability of the evaluation
program. As has been pointed out above, his final standing in relation to others will be
based upon an average of percentage grades earned upon examinatione which he takes during
a course. A few sample statistics on examinations given in officers' courses will illustrate
typical results being obtained.

(1) Advanced Adjutant General Officers' Course

Number of students 390

Number of grades above 70 28 .
Number of grades below 70 2 (foreign students with language

handicap)

Average grade 86
Highest grade 9%

Lowest grade 35

Number of students

between 86 and 96 13

Number of students

between 75 and 86 15

(2) Associate Basic Adjutant General Officers' Course

Number of gtudentre 35
Number of grades r .Lve T0 34
Number of grades balow 70 1
Average grade 89
Bighest grade 98
Lowest grade 24
Number of students

between 89 and 98 16
Number of students

between 70 and 89 18

(3) Officera' Recruiting Instructors Course

Number of students ko
Number of grades above 70 37
Number of grades below 70

Average grade 84
Highest grade 95
Lowest grade 63
Number of students

between S4 and 95 20
Number of students

between 70 and 84 &7 17



d. In each case cited, as in all the other cases Inspected, the range >f scores
is small. The effective range for each test, when the few extreme cases of failure are
eliminated, is not over 25 points into which are compressed the grades for 30 to 40 students.
It must be concluded, therefore, that for purposes of discriminating among students t deter-
mine their rank standing in a class, the tests have an inadequate spread of scores. Unre-
liability 18 self-apparent. The differences in standing probably could be predicted as
readily by picking the names of students out of a hat. Tnis 1s especially true because by
the time that the results of several tests are averaged, the statistical phenomenon of
"regression to the average" would have operated to the point where practically all the
students would be within a few points of the average. In order to determine rank order in
the class, percentage average must be carrled out to two decimal places. Yet, supposedly,
rank order in a class 1s an important indicator to career management authorities in deciding
among the graduates of a class who are the better oificers. Not even considering the doubt-
ful validity of examinations at the School in relation to level of preparation for perfor-
mance of duties, the implications of this practice are clear, namely, under present
circumstances relative standing in a class is entirely meaningless.

II. OBSERVATIONS

1. Every examination reviewed by the Commission consisted of a series of discrete
informational {tems. Apparently only factual information was tested. There can be no doubt
that much of the information is fundamental and must be mastered. In such a case, it is
Justifiable to devote at least part of an examination to the measurement of information and
skille., There is certainly some fundamental knowledge which is important for officers who
are to assume supervisor'se positions and positions of responsibility. Certainly, however,
the mission of a course can hardly be considered as having been accomplished unless the
students give evidence of the ability to evaluate, interpret, make judgments, reach decisions,
do soms planning, perform organizational functions, and the like. In no instance do the
tests measure any of these functions. The teats are purely measures of acquisitions of facts.
They are not functional in any senses whatever. It is difficult to see a clear relationship
between the examinations and the purposes of the courses except insofar as some of the
courses require the mastery of fundamental information.

2. Furthermore, in too many instances the significance of the content tested might
woll be questioned. Again and again the inspection of various questions would raise
validly the comment, "So what?". Suppose the student does have this information? In what
way would it be of any value to him in the performance of his dutles?

3. By and large, the examinations produce an unreliable final grade which might be
validly interpreted to represent the extent to which the student has mastered information,
gsome of which is of no consequence (if the examination scores really discriminated among
students). But, the grade cannot validly be interpreted to be a measure of the extent to
which the student has accomplished the mission of the course.

k. To establish a satisfactory evdluation program at the School, the following steps
need to be taken:

a. Job analyses for the purposes of the various courses need to be made for use
as a basis for the examination program. They might well be the same Job analyses made as a
basis for a study and possible reorganization of the curricula of the courses. Once the
purpose of the examinations, which is fundamentally, to measure the degree to which the
student has accomplished the mission of the course, is determined, a series of examinations
should be planned, each to measure one or several specified objJectives of the course, The
nature of the examination should be determined by the objectives involved. The length of
the examination should be likewlse determined. The practice of having uniformly spaced
examinations should be discontinued as such. Examinations should be uniformly epaced only
vhen that is consonant with the plan of the curricula resulting from the amount of time
devoted for the learning of each of the objectives of the course.



b. The present practice generally of limiting objective examinations to two
types of items, namely, true-false and multiple choice, should be expanded to include other
types of objective items when they are more appropriate for evaluating how well students
achieve the mission of a course.

c. Studies should be conducted to determine the comparative difficulty of the
various examinations in a ‘single course and of the comparative variability of the scores for
the several examinations. Difference in difficulty alone can be corrected by applying a
correction factor to some of the tests, thus making the average difficulty the same. Dif-
ferences in variability can be corrected only by using a unit of variability as the unit of
measurement. For this purpose, the standard deviation has proven in practice to be the most
desirable. If the variation of scores in one examination is zero, or close to it, then it
actually carries no weight in determining the final class-standing of a student. If the
variations of scores in one examination 1s twice as great as the variations of scores in a
second examination, the first examination actually will contribute twice as much to the
final class-standing as will the second examination. If that is not intended, then the
condition must be corrected. The fact that marks are not weighted means that it is' intended
that all the examinations carry the same weight. Only when the variability of the scores
for different examinations of the same course are equalized is it possible to assign weights
in the amount that each should contribute toward determining a student's final class—
standing.

d. In light of the above, the present practice of using percentage grades
should be abandoned. As used now, a student's final grade is the determlaer of whether
or not he passes a course. A student passes an examination if his mark is 70 perceat
or higher. He passes the course if his average for the course is at least 70 percent,
and if he passed at least 7O percent of the examinations in the course. This criterion
is purely arbitrary and lacks validity and reliability. It is possible to pass all the
students by preparing very easy examinations. It 1s possible to fail all the students
by preparing very difficult examinations. It is necessary to recognize that it is not
easy to determine in advance the difficulty of an examination. Furthermore, it is not
the difficulty of the test but the significance of its content that should be a measure
of whether or not thn student passes. Passing means that the student has accomplished
the mission of the ccurse to what would be regarded as a minimum acceptable degree. The
use of a 70 percen passing mark cannot be regarded as providing such a measure.

e. The minimum criterion for successful completion of a course should be set,
not in terms of an arbitrary figure determined in advance of the planning and the preparation
of the examination, but in terms of a minimum quality standard. This would be more reason-
able and easier to accomplish if the examinations were planned in terms of the purposes of
the course and specifically for the measurement of the accomplishment of these purposes by
the  student. The procedure for determining the lowest acceptable score on an examination
should be as follows: after the examination has been planned and prerared, the items ccm-
prising it should be inspected. It should be determined which items should be considered
basic. The student answering a predetermined number of these incorrectly should not be con-
sidered as meeting minimum passable quality standards. The total number of such items on
any examination then could constitute the minimum passable score. It 1s true that on the
basis of such a total, students would pass occasionally even if they answer incorrectly some
or even many of the fundamental items which were counted as constituting the basic score.
But, students repeatedly falling below a minimum score established in such a manrer would
lack unqueetionably much of the material considered essential for minimum passable accom-
plishment. This technique might well produce different passing scores for different examina-
tions. When the scores on a particular examination are converted to a standard score scale
on the basis of the standard deviation of the performance of the students, the passing score
likewise will be translated into a.standard score. The standard scores on all examinations
eventually will be averaged at the end of a course, taking their respective weights into
account in doing so. At that time, it can be determined whether a student falling below the
minimum passable score on a certain proportion of the examinations but exceeding the average
of the minimum passable scores with their respective examination weights should be considered
passeble. Such a determination is one which calls for the exercise of judgment on the part
of those responsible for the evaluation program in relation to the reliability and the
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validity of the examination procedures which have been established.

£. The final outcome of such an evaluation program as described above will be
to determine more validly and reliably the relative standing of students in a class for
reporting purposes. Over a period of time, as statistical data are accumulated, it should
be possible, even to assign class standings in relation to a standard class of a certain
size, such as 30, 50, 75, or 100 students. Then, vhen & class has only five members, for
example, it becomes possible to give them class standings in relation to-a larger class of
students. This is a desirable practice to achieve if at all possible, because the student
who stands number one in a class of five would not necessarily obtain that standing in com-
petition with a class of fifty. Also, the student in a class of five students who 1is
reported as standing £ifth in competition with his own. group might not rank f£ifth in a class
of seventy-five students. Yet, under present practices of reporting, his standing would
carry as much weight with career management authorities as the student who stood fifth in
the larger class. However, certain cautions must be exercised in adopting such a procedure,
as discussed above. Adopting a practice of attempting to give students in very small classes
a relative standing in a class of 100, for example, may result in a rather large error of
evaluation. Very small classes are often apt to be very highly selected groups. If such
were the case for a group of say, 10 students, to give the lowest individual a relative rank
of 90 in a standard class of 100 would place him very low. Although he may be a superior
individual, and in actual competition with a class of 100 he might be tenth in standing, it
Just Happens, in the smaller group he was the poorest of 10 superior individuals. It can
be seen, therefore, that the system of trying to rank individuals Justly is fraught with
all sorts of dangers for error in evaluating individuals accurately and fairly. To report
a student's rank standing accurately requires well-standardized tests where his performance
can be measured against standards developed on groups representative of the population in
which he must compete. Then the individual's percentile standing or standard score will
automatically give his standing in relation to that population. At the School, therefore,
unless the different examinations employed successively with different classes are equiva-
lent forms for determining relative level of achievement among students, considerable error
is bound to result no matter how much careful judgment 1s exercised. Even with such careful
equating of different examinations, it would actually be more preferable, and sounder statis-
tically, to report a student's final achievement as falling in a particular fifth or tenth
of a class instead of trying to give him a rank order standing. Such a system for reporting
would make possible an examination program that is less extensive and time consuming in
preparation, grading, and processing the results of examinations. At the same time it would
provide sufficiently accurate final reports. In terms of predicting potential success of a
student in a future assignment, it really doesn't matter whether it can be determined that
he stood 56th or 57th in a class, but it does make a difference whether he fell in the 70 to
80 percentile group or the 20 to 30 percentile group.

5. To implement a revised and expanded evaluation program, certain operational
changes in examination procedures are necessary at the School.

a. In the first place, consideration of the place and the purpose of the
evaluation program in the various programs of instruction should be a primary responsibility
and concern of the proposed Analysis and Review Section. (See Chapter III.) A civilian
specialist in tests and measurements should be employed as & member of that section. (See
Appendix F for position description.) His services should be available, on a consultant
basis to all members of the faculty, to render assistance in the preparation of examinations.
He will, of course, have as his primary responsibility the analysis and evaluation of the .
effectiveness of the evaluation program on a continuing basis.

b. An examination committee should be constituted in each teaching department.
These committees should be charged with the responsibility of planning and preparing examin- .

ations long in advance of the time they are to be administered, The instructors, as now,
should continue to write items on their respective subjects. (An item refers noé only to a
single question but also to a problem or situation ‘accompanied by one or many questions.)
Their items will be submitted to the committee, which in turn will prepare the examination.
The examination should then be submitted to the Analysis and Review Section which will
consider it in relation to the purpose of the evaluation program of the course for which it
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1s Intended. Coordination with the examination commlttee can be effected and when a satis-
factory final product is agreed upon, it can be forwarded completely edited to the Secre-
tary's 0ffice for duplication.

c. Administration and scoring of examirations can proceed as at present.
Determination of grades should be placed in the hands of the examination committees.
Necessary statlistical analysis should be performed in the School Secretary's Office. More
emphasis, of course, should be given to item analyses.

d. Especially important will be the development of a test item file, by
subjects, with complete statistical data entered upon each card for all items. Item analyses
should include as minimum data the number of indivlduals selecting each answer for the class
as a whole and also the number of best and poorest students selecting each answer. In many
instances the number of students involved at any one time will be small, but as the same
items are repeated for different classes, the number of cases will become large enough to
give significant indication of the worthiness of indivigual items. Tne test technician in
the Analysis and Review Section should review systematically the results of all item analyses
as they become available, and should destroy all items which prove ineffective. 1In such a
way, over a period of time, a file of test items of known discriminative power will be
accumulated. These will be a useful collection for the various examination committees and
gradually will lighten their burden in constructing new examinations. Eventually, with such
a file, many forms of an examination covering the same areas can be built with approximately
equivalent values, so far as difficulty is concerned. New items, of course , Should always
be written, tried out, and added to the collection if found to be valuable in practice. The
present practice of reviewing examinations with the studente should be discontinued. In its
place, after an item analysis of an examination has been completed, a review outline for
areas of weakness can be prepared and a class session can be scheduled to take them up
without specific reference to particular examination items. The purpose of an examination
review should be to clarify meanings, implications, concepts, and the like. In other words,
the review should be for instructional purposes rather than for the purpose of pointing out
the correctness of answers.

e. Utilizing the services of the test technician, instructors should be trained
as rapldly as possible in the preparation of good examinations, with special emphasis on
writing test items. It is not important that they be trained es statistical analysts, which
is & common error in college courses in tests and measurements It is important though that
they be familiarized with the statistical procedures employed o weigh the final results of
their efforts as test item writers. A guide for the preparation of test items suitable for
courses at The AdJjutant General's School should be prepared as & ready reference for instructors.

6. The reorientation and reorganization of the evaluation program at The Adjutant
General's School is obviously tied closely to the whole problem of re-examining the cur-
ricula and the methods of instruction. (See Chapters VIII and IX.) If a functional approach
to the curriculum is employed, the nature of examinations would necessarily be changed. In
some instances, performance type examinations would be employed. In other instances the
examinations will continue to be of the paper and pencil variety. However, they should
measure performance in the kind of operation that the student is supposed to learn. In some
cases, although the examinations still will be obJective, they may not lend themselves to
the use of a scoring machine. Although it 1s important to save the time of personnel by
using machine scoring whenever that can be done, this criterion should not result in a
decrease of the effectiveness of the evaluational program. Particularly in classes that are
relatively small, the time taken by instructors to score performance examinations would not
be excessive. The time saved by having such examinations in machine scored form will not
compensate for the loss in validity of the examinations and of the value of their contribu-
tion to the final class standing.

T. The final outcome of a revised evaluation program at the School will be a more
reliable and valid class standing for students. This will have special significance for
officer students in relation to rendering Academic Reports as required in AR 600-185.
Furthermore, more attention should be given to discovering ways and means of observing
special aptitudes among officer students. For example, it can be determined on the basis
of Jjob analyses what special aptitudes, if any, are required for the performance of duties
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in positions for which students are being trained. Not only could an evaluation of
achievement depending upon the exercise of such aptitudes be made through the examination
program, but, also, instructors could be apprised of the importance of observing students
for evidences of such aptitudes. Furthermore, descriptions of student behavior and per-
formance can be developed which will reveal such special aptitudes as are important, and
obJective ratings of evidences of such behavior can be observed and reported. It will be
possible then to make a positive report of special aptitudes on the Academic Report instead
of the present practice of negatively reporting, "none," The final effect of adopting an
improved evaluation program will be to furnish career management authorities significant
data to be used in relation to assignment, promotion, transfer, retention on active duty,
and the like.

III. RECOMMENDATIONS

1. That the purposes and methods of the evaluation program at the School be
re-examined with the viewv that examinations are to measure the accomplishment of the mission
of a course, rather than measure the immediate rote mastery of information. The evaluation
program should subsequently be reorganized as an integral part of a more functional educa-
tional program in the various courses of instruct’~n.

2. That a civilian personnel technician who is a speclalist in tests and measure-
ments be employed as a member of the Analysis and Review Sectlon.

3. That test preparation be placed in the hands of departmental committees aubject
to review by the Analysis and Review Section.

b, That a greater variety of objective test forms be utilized consonant with the
purposes to be served by the evaluation program at the School,

5. That in place of the present grading syatem a standard score system for inter-
preting test results be employed.

6. That a test item file be organized and kept current on the basis of statistical
item analyses.

7. That more significance be attached to the provisions in AR 600-185 for rendering
Academic Reports for officer students by developing methods for observing special aptitudes
of i{mportance.
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CHAPTER XIII

EXTENSION COURSES
I. CURRENT STATUS
1. What are the purposes of the extension courses as presently conceived?

a. The Extension Department of The Adjutant General's School officially has but
one major responsibility (in accordance with AR 350-3000, Military Education, Army Extension
Courses) to assist in the military education of non-resident military persomnel. Included
in non-resident military personnel are:

(1) officers and EM of the Army on active Federal Service who are not , for
vhatever reason, able to attend The Adjutant General's School as resident
students.

(2) officers and EM of the Reserve and National Guard components of the Army

(3) officers and BM of the Air Forces and Naval Forces

b. This Division, a relatively self-contained unit of the School, reports directly
to the Commandant.

2. What 1s the content and organization of the courses?

The traditional procedure for the conduct of instruction through the Extension
Department is dy correspondence courses. The number of courses offered by correspondence
is large and includes courses prepared by other service schools as well as by The Ad jutant
General's School. Figure 18 shows the status of courses which are in preparation or have
been prepared by the School.

3. What is the plan for the operation of the extension courses?

The procedure for the preparation and conduct of correspondsnce courses is as
follows:

a. A general topical outline of a course is prepared by persomnel of the Exten-
sion Department.

b. The outline is submitted to The Adjutant General's Office in Washington.

¢. Coordination on the development of the tentative course takes place in The
Adjutant General's Office (often a very lengthy and involved process),

d. When agreement on content 1s reached, the course is approved by The Adjutant
General's Office, and it is forwarded to Headquarters, Army Field Forces for their approval.

e. When final approval is received at the School, a detailed.course outline then :
is prepared. 1
f. Assigmments for study in T™M's and MM'e (and occasionally civilian sources) are u
prepared. :

8. New study materials may be prepared if no reasonably adequate Army publications
are available.

h. Individual lesson assigmments and topics for study are prepared.
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i. Upon completion, announcement of the course is made through reserve channels
and students enroll for 1it.

J. Lessons and necessary study materials are mailed to the student.

k. The student studies assigmments, anavers questions on prepared assigmment
sheets,and returns them to the Extension Department.

1. Anavers to questions are graded in the Extension Department and recorded. The
student is notified of the outcome and the next lesson is sent to him.

m. At the end of a course the student takes a final examination under supervision.

n. The final examination is graded by the Extension Department and the results are
recorded.

k. How effective are the courses likely to be?

Inspection of samples of the lessons written by students and returned for correctiom
reveals that such vork as is required of a student is quite simple and requires no great
amount of creative mental effort. The present lesson requirements usually include a few
relatively poor true-false or multiple choice items and several simple essay questions which
require only that the student repeat (in writing) some factual statement from the reading
assigmment. However, relatively considered, it does require a lot of time to grade and
mark the lessons. It was noted that the materials utilized readily lend themselves to the
formulation of obJective multiple choice exercises which can be scored with very little
skilled personnel time involved, with no loes of effectiveness. Furthermore, cbjective
exercises offer a possibiliiy of improvement from the standpoint of presenting challenging
problems to the student for which he cannot turn to the text for a direct ansver.

5. Who prepares the extension courses?

Up to the present time, correapondence courses have been written by officers
assigned to the Extension Department expressly to do so., A great deal of reading, research,
study, attendance at resident classes, and preparation of lesson plans, outlines, and
instructional aids is nov required from two or more officers in order to prepare a single
correspondence course. The same ground is being covered by resident instructors in prepara-
tion for their clasees.

6. What use is made of obJjective type exercimes and examinations in the extension
coursesa?

Some use ia being made of objective type exercieses, mainly of the true-false and
multiple choice types. Examination of extension course exercises reveals that it would bde
possible to reconstruct the entire lesson sheet in an objective sequential problem form
which could be weighted more heavily with items requiring Judgment, understanding, and
discrimination for their solution. To put such items in the conventional essay form would
oreate an impossible amount of grading time.

7. Are the administrative procedures for handling extension courses adequate and
efficiently managed?

The handling of correspondence work involves administrative procedures which must
function smoothly in order to emroll students, mail lessons, receive completed exercises,
record results, and inform the students of their progress. It requires a considerable
administrative and clerical staff to keep work current. Figuree 19 and 20 show the
steadily increasing workload vhich the Extension Department has been handling in terms of
number of studente enrolled for courses and number of lessons graded over a pericd of time.
If any considerable backlog of work should pile up suddenly, & major crisis would be
oreated. Fortunately to the present time the Extension Department has been able to keep
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reasonably current with the work. A smoothly working organization to handle the pro-
cedures involved in the distribution, receipt, collation, grading, and recording the
resultas of correspondence courses has been evolved. Every possible device contribut-

ing to highly efficient office management has been utilized. The student's intereste

have not been overlooked on a single point. He is followed-up and serviced to the
greatenst extent poesible. With more than 2500 students enrolled to take one or more
courses, completed lessons are received at the rate of 800 to 900 per week. It is
anticipated that in the near future enrollment will level off at_around 3500 students
enrolled. At that figure something like 1200 to 1300 lessons per week can be anticipated.
According to current practice, all lessons are returned to students with grades, comments
of the grader,and occasionally suggestions for further study. Much persomal correspondence
is involved in handling the work with students. In one five-week period recently, the
volume of correspondence involving original letters varied from 74 a week to 218 a week,
vith other weeks requiring 80, 114, and 141 letters respectively. Many form letters (average
at least 150 per week), memoranda, and reminders are involved in addition. Study materials,
including texts, manuals, special memoranda, lesson outlines, oxaminmations, and special
bhand-ocuts, are mailed out. According to accepted standards of performance, just to handle
the administration of correspondence work, The Adjutant Genmeral's School should have
approximately four officer supervisors and 22 clerical personnel, either enlisted or
civilian. Actually, they are doing the job with two officer supervisors and 1k clerical
personnel. With that record, any request for additional personnel made dy the Extension
Department should be honored as indicating an absclute need. The chances are that without
additional persomnel as requested, they vill become backlogged seriously bdecause they
operate 80 close to the margin on personnel requirements as a normal condition.

II. OBSERVATIONS

1. The normal responsibility of the Extension Department is the conduct of military
education for non-resident military personnel enrolled with The Adjutant General's School.
Actually, the Extension Dspartment carries on other activities not inconsistent with, but
vhich are adjuncts to, ite major responsibility. These include:

a. The wriving of technical manuals, field manuals, reports,and the like.
b. The conduct of special studies directed by higher authority.

2. The quality of instruction and coverage of content in corresponience courses are
supposed to equal the quality and scope of resident courses given at the School. At the
present time, some six officers and three civilian clerks are engaged in the preparation of
materials for extemsion courses only. Preparation of courses is lagging badly because this
1s an inadequate etaff to handle the cwrrent requiremsnta. The preparation of a corres-
pondence course often proves to be a tedious job. For example, it took five months for the
personnel in the Extension Department to prepare the course on Military Boards and Investi-
gations, which includes seven lessons and an examination. The personnel involved, of
course, would not work on the course consistenily because other duties intarvened during
the course of the preparation. On the other hand, there are two imstructors in the School
teaching the subject. Bupposedly, they must do the same studying, research amd, in
general, cover the same ground in preparing for a classroom presentation as did the
Extension Department personnel. With additional time apd proper lnstruction on preparing
material for correspondence courses, it would seem that the resident imstructors could have
prepared the course on Military Boards and Investigations more expeditiously than 414 the
Extension Department persomnel. Specifically, in order to formalize their material for an
extension course, resident instructors would need special instruction on the organirzation
of materials for a correspondence course vhich is different than that for classroom presen-
tation. Instruction should include:

a. 7he importance of preparing more thoroughly to write an extemsion oourse. For

examples, much of the material obtained by the students in a classroom from the instructor
on the platform must be "written into” the extension course.

-9 -



b. Resident students are issued reference materials which cannot be sent to
correspondence students. Such material, therefore, must be incorporated into the corres-
pondence lesson units.

3. With the shift of the preparation of correspondence courses from Extension Depart-
ment personnel to the teaching staff, the Extension Department would retain of necessity a
staff of editors to prepare the extemsion course materials in final form for publication.
However, duplication of effort now current with two groups of persomnel covering the same
ground in preparation could be eliminated. Additional time would have to be allowed for
resident instructors to write the courses which would necessitate an increase in teaching
staff for each department involved in the preparation of correspondence course materials.
The overall grin, however, would be significant. Correspondence courses could be prepared
more quickly and the uniformity of quality between resident and correspondence courses
could be obtained more readily and satisfactorily. Teaching loads of resident instructors
would be lightened correspondingly to the increased respomsibility for preparing corres-
pondence materials, but more thorough and adequate preparation for classroom work would
result from such an arrangement. Freeing of persomnel from the Extension Department for
teaching duties should more than compensate for the lightening of teaching loads. Fwrther-
more, having more personnel available for teaching the resident courses will reduce the
number of different topics required of any one resident instructor, theredby still further
lightening the total workload. .

&k, By adopting the procedurs of having correspondence courses prepaied by the regu-
lar School faculty, the development of the correspondence courses can be brought under the
purview of the proposed Analysis and Review Section, insofar as the problems of evaluating
effectiveness are comcerned. Appropriate revisions can be made in line with the develop-
ment of a more functional approach in giving the same subjects in the resideut clagses. To
make the present extension cowrses more effective, severel improvements which can be made
are apparent:

a. The prnoni lesson requirements (the sheet upon which the student records his
answers) can be converted from questions requiring essay type answers to objective type
exercises.

b. Lesson sheete can be reconstructed to present problems in objective form with
sequential increase in difficulty of items requiring Juliment, understanding, and discrim-
ination for their solutionm.

¢. Each subcourse could include at least onme problem which will require scme
independent study and creative work on the part of the student.

5. The effect of such revisions in organization and content of correspondence courses
would be an increase in respect for such courses on the part of the students emrolled. One
of the very laudable and valuable results of extension treining in the Army is the mainte-
nance of rapport and interest bdetween the Army and members of its civilian components. If
correspondence courses were to offer a comstructive challenge to the student, they would
stimulate his interest and heighten his regard for the quality of work demanded of him. He
should recognize that in order to maintain good standing and meet requirements for promotion,
something constructive is being required in contrast to the shallow and superficial activi-
ties of the traditionmal correspondence lessons. Nothing is really gained by the individual
or for the Army by continuing to offer correspondence cowrses involving only "busy work".

No real training requirement is met and achieved. Time, effort, and money are expended
without any real and lasting gains.

6. An incidental but significant gain can be achieved by converting correspondence
lesson requirements into objective forms. The obJjective problem exercise can be provided
with separate answer sheets dbut not for the purpose of machine scoring. Damage to answer
sheets transmitted by mail probably would preclude use of an IEM scoring machine. However,
the task of scoring such answer sheets can be reduced to a relatively unskilled clerical
operation by use of the scoring keys similar tc those employed in the machine scoring opera-
tion. The student, as now, could retain the sheet setting forth the requirements, and
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the scored ansver sheet could be returned to him with errors indicated (which is also the
current practice). Adopting this procedure would effect a saving in time and personnel.
Furthermare, it would not tie up unduly the time of hlwnly qualified personnel to grade
written ansvers as 1is true at the present time.

7. With the establishment of an Analysis and Review Seotion at the School, writing
and revising technical manuals, field manuals, and other Department of the Army pudblications
and the conduct of special studies directed by higher authority should become a responsi-
bility of that Section. Members of the Analysis and Reviewv Section will be charged with
overall supervision of training doctrine and will be in a more advantageous position to
develop such materisls. The staff of the Section will need to be augmented from time to
time (by reserve officers possidly) to engage in the preparation of specific publications,
but even 80, from the administrative standpoint it would be better to have the proposed
Analysis and Review Section undertake the necessary work than have it shunted off to decome
an added or special project of the Extension Department as it is at the present time,.

III. RECOMENDATIONS

1. That the writing and the revision of lessons, subcourses, and courses of the
Extension Department at The Adjutant General's School be the responsibility and part of the
duty of the instructora vho teach the same units in the resident courses.

2. That vherever possible, the present lesson requirements which require preparation
of essay-type ansvers be converted to objestive-type exercises.

3. That the student, afver progressing through problems of inoreasing difficulty,
olimax each correspondence subcourse with at leest one prodlem requiring some independent
study and creative vork.

k., That the writing and revision of technical manuals, field manuals, and other

Department of the Army publications and the conduct of special studies directed by higher
authority be assigned to the proposed Analysis and Review Section.
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CHAPTER XIV
WELFARE OF ENLISTED STUDENTS

I, _PRESENT PROVISIONB

1. Are enlisted studenvs adequately housed?

Enlisted students are housed in the typical two-story temporary barracks buildings.
But inmprovements in the interiors have been accomplished by the enlisted overhead
personnel and the students. The main improvemsnt has consisted of painting, for which $2,000
was appropriated to the enlisted personnel by The AdJjutant General's School Officers' Mess.
Figure 21 shows the interior of one of the enlisted barracks buildings. The students
themselves police the barracks, which present & neat and clean sppearance. The arrangement
of the barracks, however, precludes the conduct of any study program, either individual or
collective. As & consequence, such supervised study as may be prescribed in the various
programs of inatruction must be conducted either in the classrooms or in the Library. If
individual study 18 required or deemed desirable in any connection, clessrooms and the
Library must be kept open during the evening in order to provide a suitable place for the

purpose .

2. Are the messing facilities well managed and is the quality of the food served of a
high order?

Messes for enlisted personnel at the School are well managed, and the quantity and
quality of the food served is excellent. Figure 22 shows the "chow line" at one of the
messes. Attentlion has been glven to making the interior of the mess halls attractive by
placing curtains on the windows, stalning of woodwork, maintaining spotless cleanliness,
and the like. TFigure 23 shows the interior of one of the Company messes at vhich students
eat, IEnlisted personnel who were contacted informally expressed satisfaction with the
situation and the efforts which were being made in behalf of their welfare.

3. Are enlisted students required to perform militery dutlies in eddition to attending
clasges?

Because of the critical shortage of overhead personnel (see Chapter IV), students
perform KP Juty on & roster basis. Because of such en arrangement, a student loses from
one to two days' attendance at a course. Such things as fatigue details and charge of
quarters are assigned to students to do after class and during the evening hours.

L. What recreational facilities are available to studentst

There are two recreation buildings in the ares,one of which has a snack bar. There
is one small branch FX in the School area. One dance a week is held for the students and
cadre, and there 1s one night of free movies. On weekends, orgenized trips are made to
nearby Civil War battleflelds of historic importance. The School has three buses available
for tranaportation on these trips. There is & "homemade" improvised gymmasium. During
good weather,softball, volleyball, and tennis ere run on an orgenived basis. Most of the
athletic equipment is "hand-me-downs." New equipment must be purchased out of company funds
vhich sre not sufficient to purchase the quantity needed. To stimulate and supervise
recreational activitles, the School has a Special Services Officer. In addition, the post
recreational facilities, including & swimming pool, are available, some within a walking
distance, but all served by bus.

5. Are transportation fecilities adequate?

Transportation facilities, both intra~post and off the post are reasonably adequate,
although not convenient.
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ITI. OBSERVATIONS

1, Considering the limited facilities and personnel available to manage them, the
School 18 to be comnended for making every effort to make enlisted students as comfortable
and as well provided for as possidle under the circumstances. In general, students
expressed keen appreciation for the efforts which are being mads on their behalf.

2. As a matter of record, the few specific complaints received by the Survey Com-
mission during the course of its visit should be noted:

a. The fecilities of the School anéd of the post are spread out too much. Recre-
ational facilities, of necessity, therefore, are not located where they can be convenlently
utilized to the marimum. This is mainly because too much time must be consumed in going
to and from the places where the various facilities are available.

b. Assignment to KI' duty is considered undesirable by students, because 1t causes
them to miss out on class work. 1In general, interest in cless work is high and any interrup-
tion of it is considered to'be an irritation.

¢. Low grede personnel assigned as cadre to perform housekeeping duties make a bad
impression upon civilians in nearby communities, especially Petersburg. Consequently,
students run into unfriendly receptions when they attempt to avail themselves of the recrea-
tional possibilities in such places.

d. Barracks are apt to be cold and uncomfortable during cold weather because of
inadequate heating arrangements making living conditions difficult. (See Chapter II.)

6. Class A passes are taken away from students if the'r academic work is unsatis-
factory. This ia considered a negetive approach which makes educational difficulties a
disciplinary offense rather than & subject for diagnostic and remedial measures of a
positive sort. (See Cuapter VII.)

3. Morale of students 18 an important educational subject. Unless the welfare of
enlisted students at an Army school is considered an integral aspect of the conduct of
affairs at the school, interest in the courses of study dbeing pursued will lag. If seriously
neglected, the lack of interest can turn into active antagonism. The Commission considers
that the general level of morale of enlisted students at The Adjutant General's School is
excellent. However, even minor irritatlons which are prevelent among students to any extent
at all should not be overlooked. Steps should be taken to correct them either by measures
to remedy the conditions which are the cause or to explain carefully and thoroughly to
the students why the conditions cannot be corrected, When students thoroughly understand
the reasone why certain conditions cannot be corrected they will cooperate, especially if
the explanation given them is a reasonable one.

4. Although a good reception system, including an orientatioo program, has been
established at the School, there 18 no student handbook. ( A mimeographed bulletin of
general information given to officer studente attending the Correctional Custodial Methods
Courss approaches the idea contemplated here, of a handbook for all students.) Through a
handbuok, many thinge can be reduced to writing to guide students during their stay at the
School. Such a handbook can help to prevent the occurrence of misunderstandings which
might otherwise undermine student morale.

III. RECOMMENDATIONS

1. That a student handbook be published and distributed to all new students setting
forth such essential things as living arrangements, need for extra duty rosters, class
attendance requirements, study arrangements, explanation of faculty advisory system, recrea-
tional facilities and programs, and the like,

2.. That the practice of taking away Class A pass privileges because of unsatisfactory
academic vork be abandoned in favor of dealing with such cases through the proposed faculty
advisory system and educational guidance program.
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CHAPTER XV

WEILFARE OF QOFFICER STUDENTS

I. PRESENT PROVISICNS

1. What quarters are available for bachelor officers?

The bachelor officers' quarters are temporary wooden barracks which have been
divided into small rooms sultable for occupancy by one or two officers. Figure 24 shows
a typical room.

2, What quarters are avallable for married officers attending the Advanced AdJjutant
General Officers' Course?

It is only in connection with married officere attending the Advanced Adjutant
General Officers' Course that there 1s any problem of availability or non-availability
of family quarters. This is & ten months' course, and it would be desirable to provide
femily quarters for married officer students if they wished them. (The other courses
for officers are of three monthe or less duration.) Here again, the School is entirely
dependent upon the post. Family quarters for estudent officers cannot be provided except for
the occasional vacancies which become available in the normal course of events. lLack of
a sufficient number of family quarters for married student officers in this course is
consldered an undesirable feature. It is a factor which lowers morale of married officer
students who wish to have their familles with them while atternding the course.

3. Are meesing facilitles conveniently located for officer students?

No officers’ mess is maintained in the School area. One building has been equipped
as a coffee and snack bar and is maintained as a branch of the officers' recreational center
on the post. Light lunches can be obtalned there at noon. Otherwise, the officer personnsl
at the School must obtain meals at the maln post officers' mess in the officers' recreational
center or at thelr family quarters. The inconvenlence of a long walk is greatest during the
lunch period, especially for cfticers who do not have their own private automobiles for
transportaticn., In this case, thoy are dependent upon the post transportation facilitiee
during spells of inclement weather. In any case, it is a considerable walk to reach the
officers' mess from the School area. (See Figure 3.)

II. OBSERVATIONS

1. Although living conditions for officer students undoubtedly could be improved
areatly 1f the School were moved to the type of post which has been considered more suitable
for its purposes (See Chapter II), the living conditions for them at the School compare
favorably with those at other Army posts where all housing is in temporary wooden buildings.

2. The only serious problem is in connection with providing family quartere as needed
for married student officers attending the ten months' Advanced Adjutant Gensral Officers'
Course.

III. RECOMMENDATION

1. That some time prior to the arrival of the officera to attend the next and sub-
sequent Advanced Adjutant General Officers' Course an attempt be made to determine how
many of the married officers will desire family quarters and that arrangements be made
with the post to reserve such quarters, providing they become available in tims.
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CHAPTER XVI

TRAINING UOCTRINE

I. PRESENT SITUATION

1. Is there adequate and close liaison between The Adjutant General's School and The
Adjutant General's Office for obtaining quickly the information needed for the develop-
ment of training doctrine?

No. The relationsip has not been developed to the extent that it could be.
Technicelly, the School reports to the AGD Branch of The Adjutant General's Office. It
1s the responsibility of that Branch to look after the interests of the School. To date,
such action as has been taken has been administrative in nature. The AGD Branch provides
lialgon between the School and agencies of the Department of the Army on training matters.

2. What office in the School 1is responsible for determining whether training doctrine
is up to date?

At the present time, department heads are responsible for determining whether
training doctrine for thelir respective coursee 1s up to date. It is contemplated in this
report that the proposed Anelysis and Review Sectlion which 1s being recommended will take
over this responsibility for the School as a whole. (See Chapter III.)

3. What 18 the relationship between the School end other Army schools, eapecially
the Command and General Staff College?

Such inter-school relatlionships as exist are informel ones through friendships
and personal contacts emong students or staff and faculty members.

L., wWhat facilities and opportunities, including travel, exist for inatructors to
underteke necessary research to prepare their subjects?

The most important aspect of thie question concerns the travel of instruc ors,
Since facilitles at the School and in nearby communitiss are limited, there ie need for
travel to other places in order to obtain information vhich is vital in the preparation
of material for instructional purposes. In the past, travel of instructors has been
authorized for the purpose of collecting necessery date when there was & reasonable Jjustifi-
catlon. Travel funds, of course, are limited because of budgetary conasiderations, but
apparently instructors at the School have not avalled themselves of the opportunity to
travel as frequently as they could have. Either they were not uware of the opportunity to
do so, or they have not felt the need to do so. Comment was received by the Commission
that instructors should spend more time out in the field observing, studying, and collecting
data, Such comment, however, appears to have been expressed as indicating a desirable
practice which should be encouraged more than 1t has, rather than to indicate that travel
wasg discouraged or impossible under present circumstances.

II. OBSERVATIONS

1. The AdJjutant General's School supposedly exists as the training agency for
The Adjutant General's Department. As such, there should be & close liaison between
the two. At the present time, there is an inordinate lag in receiving Department of the
Army publications such as technical menuals, field manuals, memoranda, special letters,
circulars, revised AR's, changes to AR's, and the like, Too often do students in class
discussion bring the information that directives covering certain points have been published
which change the procedures, requirements, status, conditions, and the like, of situations
about which the School 1s attemptirg to give instruction. Not only is such an event
embarrassing to instructors, but it reflecte against the School as an authority about
such matters.
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2. Furthermore, in too many cases is 1t atipulated that the correct answer 1s a
"school solution," which implies that it 18 not the solution approved by higher euthority
and backed up by reports of appropriate inspecting officers in the fleld.

3. The Adjutant General's School can speak authoritatively only when it has adequate
knowledge upon which to base its statements. Such knowledge can be acquired only through
close lialson with the sources from which it can come with authority. It seems necessery,
therefore, that the School have an effective lialson with The AdJutant General's Office.
To keep the School fully end properly informed in the promptest possible way, it is neces-
sary that an officer in The Adjutant Gensral's Office be designated liaison officer with
the School. This officer should spend at least one week out of every four at the School
working with the proposed Analysis and Review Section on the development of training
doctrine. While at the Adjutant General's Office, he can be servicing the School in many .
ways, but his main responsibility should be in connection with keeping current with all
developments affecting training doctrine at the School and in supplying promptly all
necessary information to the School which will be needed to modify training doctrine in
line with new developments.

4, Much of the instruction at The Adjutant General's School depends upon information
about subjects which are not strictly military in nature, for example, office management,
personnel management, personnel psychology, and the like. To keep current with the trends
in these fields, 1t becomes necessary from time to time for instructors to contact civilian
orgenlzations such as business offices, industrial esteblishments, other government agenciles,
and educational institutions. Adequate training doctrine consonant with current thought and
prectices cennot be developed otherwise. It is importent, therefore, that travel of
instructors to collect necessary information and to cbserve current practices should not
only continue to be authorized but actually encouraged when there sppears to be adequate
Justification for doing so. Real worth can be achievel from properly conceived and care-
fully plenned field trips for instructors. Haphazard or improperly motiveted trips,
however, should be discoureged. The personnel working on the development of treaining
doctrine in the proposed Analysis and Review Section should be in a position to evaluate an
instructor's needs in this matter. Fleld trips, of course, should not be restricted to the
types of civilien organizetions mentioned above, because, on occasion, much value can be
derived from vieits to Army instellations in order to observe opereations, about which
instruction is given at the School. Also, attendance at meetings of professional organi-
zations where topics of interest and importance to the work of the School are discussed
should be encouraged.

5. There is a need for exchange of information about treining doctrine among Army
schools. Of necessity, there 1s an overlapping of instruction among them. Except in
training for very highly specialized MOS's where the duties are extremely specific in nature,
the various progrems of instruction ere not mutually exclusive. Moreover, a certain amount
of overlapping is highly desirable. There is a need, therefore, for some medium of exchange
of views among schools. This need 1s in addition to the one previously discussed concerning
the training of instructors on an Army-wide basis. (See Chapter VI.) Presumably, a
central training school for instructors as proposed in this repart could furnish wvays and
means formally for the exchange of views concerning training doctrine. Organized
conferences can be held from time to time for school personnsl charged with the develop-
ment of training doctrine at their respective schools. A military education digest,
vhich would be of interest to all Army schools could bs published for circulation among '
those schools and other interested agencies. At present, except for occasional informal
and all too infrequent personal contacts, each Army school operates within its own
restricted sphere. The acope of viewpoints could be droadensd to the mutual advantage
of all schools in the interest of promoting a closer integration of their efforts.

I1I. RECOMMENDATIONS

1. That a liaison officer for The Adjutant General's School be designated in The
Adjutant General‘'s Office., His full-time duty assigmment should include the following
provisions:
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a. That this liaison officer devote his efforts prima.rily' in assisting the School
in developing training doctiine, and

b. That he spend at least one week out of every four working at the School.

: 2. That, whenever necessary, instructors at the School be encouraged to make field
trips to obtain information which will assist them materially in the preparation of
instructional materials.

3. That 1f the proposed central treining school for Army instructors is established,
it be charged with the responsibility for providing weys and means for the exchange of
information among various Army sshools, especlally concerning the integration of tralning

doctrine.
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CHAPTER XVII

IMPLEMENTATION OF RECOMMENDATIONS

I.  RESPONSIBILITY QF THE SCHOOL

1. The Adjutant General's School can carry out certain >f the recommendations made
in this report on its own authority, under the provisions of AR 350-110, Military Education,
General and Special Service Schools, General Provisions, and AR 350-1800, Adjutant General's
School. (See Appendixes B and C.) Those recommendations which have been made throughout
this report which the School can carry out on its own initiative are grouped below. (See
Section III.) The capability for carrying out each separate recommendation may depend upon
such things as:

a. Authorization for sufficient personnel to effect such changes as may require
additional personnel.

b. Sufficient funds in the budget to cover extra expenses which may be
involved.

c. Availability of perscnnel properly qualified to assume responsibility for
developing new phases of the educational program.

2. It is apparent that the School will need active assistance from The Adjutant
General's Office in order to carry out many of the recommendations for which they have the
authority, but for which at present they do not have the means. The Survey Commission
desires to point out firmly but respectfully that the educatisnal program at the School
offers a challenge to The Adjutant General's Office. Through the type of training afforded
at the School, The Adjutant General's Department can become a recognized leader in good
educational practice within the Army. Up to the time that the preseat administrative staff
assumed control, The Adjutant General's School unfortunately had been administered and super-
vised by individuals who wers untrained in educational administration. They were well
meaning but lacked the proper qualifications usually considered necessary for school offi-
clals. Consequently, they were inclined to overemphasize the military aspects of the School
at the expense of educational matters. The present administration has recognized the need
to develop a sound educational approach. Because of this insight, tley requested that this
Survey be accomplished. The Adjutant General's Office is indeed fortunate that personnel
of a high degree of capability and interest in the program of the School are in charge at
the present time. Nothing which has been said of a critical nature in this report should
reflect upon them. In this connection, the Survey Commission wishes to emphasize that the
conduct of the educational program of the School as it exists was inherited by the present
staff. They are to be highly commended for assuming the initiative in requesting an impar-
tial and obJjective survey and a report which would furnish a basis for the development of a
sound and effective educational program. The administrative staff gave wholehearted
cooperation throughout the conduct of this survey. The Survey Commission, as a consequence,
was able to examine thoroughly every situation affecting the School's educational program.

8 It appears that, up to the present time, The Adjutant General's Office has been
concerned primarily with various administrative matters affecting the School in carrying
out its training mission. Vital administration considerations have not always kept current
with changing conditiona. For example, AR 350-1800, Adjutant General's School, was published
31 December 1941 and has never been revised or changed, although many of its provisions have
not been applicable for some time past. (See Appendix B.) Furthermore, personnel charged
with administering and supervising the School have been handicapred by a lack of expert
understanding of the conduct of educational programs. It is most important that key staff
personnel who are responsible for the School's affairs, both at the School gnd in The Adju-
tant General's Office, be individuals who are familiar with the handling of educational
problems, or who will undertake to familiarize themselves with expert opinion concerning
such problems, and as a consequence, will realize that the training mission of the School 1is
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paramount. Support for sound educational policies on the part >f responsible administrative
peraonnsl 18 essential 1f operating personnel of the staff and faculty of the School are to
devi lop and carry through plans for increasing the School's effectiveness in accomplishing
its training mission along the lines indicated in thies report. An affirmative educational
approach, therefore, or the part of The AdJjutant General's Office is indicated. The School
needs vigorous and determined support to attain its objectives. It will need active assls-
tance in many ways to implement the recommendations set forth in this report. The AdJjutant
General's Office itself does not have the authority to implement many of them. It can,
howsver, initiate action In regard to those recommendations which require for fulfillment
favorable action on the part of other agencies in the Department of the Army. It can press
firmly for fayprable actlon in regard to them. In any case, the Survey Commission recog-
nizes that its recommendations can be carried out snly over a conasiderable period of time.
They have been eset forth as goals toward which progress can be made. Some of them can be
achieved quickly and readily; some may not be consummated except over a period perhaps >f
several years,

II. RESPONSIBILITY OF THE ADJUTANT GENERAL'S OFFICE

1. Those recommendations which depend upon final action being taksn in The Adjutant
General's Office or upon initlation >f actlon looking toward eventual final determination
are 1isted separately below. (See Section IV.) The Survey Commission has included these
recommendations in this report on the assumption that The Adjutant General's O0ffice will bc
interested In doing everything possible to strengthen the work of its training agency. It
1s responsible ultimately for the work of the personnel of The Adjutant General's Department
who staff and operate the various fileld activities under its jurisdiction. The quallity and
efficlency with which the various functions are performed either reflects credit or dia-
credit upon The AdJjutant General's Office. Presumadbly, therefore, that 0ffice will be
desirous of rendering full support to the work of the School in the interest of enabling it
t> provide ever better tralning to personnel of The Adjutant General's Department. It is the
coneidered opinion >f the Survey Commlssion that at the present time the various training
programs at the School are conducted in such a manner that something less than the desired
erids are achieved. Personnel graduating from the School cannot be considered as well trained
ag they might be for the performance of their prospective dutie ., It 1s true, of course,

that even with the most perfect training programs, 1f ever they conceivably could be achieved,

a conslderable amount of on-the-Jjob training would be required subsequent to echiool training
in order that personnel may achieve a requisite degree of proficiemcy. Effective training,
however, 1s supposed to reduce appreclably the amount of time which must be devoted to

on-the-J)ob training.

2, It !s with recommendations which look toward improving the training situation
at the School that the Survey Commission has been concerned. Thorough analysis has revealed
that it is necessary to meke recommendations which are above and beyond the authority of the
3chool to carry out. Unless the School is to contlnue t> be Just another training agency to
perpetuate stereotyped training principles in a mechanical way, without due regard to the
ends to be achieved, {t must have assistance from The Adjutant General's Office. That Office
must assist the School actively Iin seeking ways and means to provide such conditions as are
necessary in order to enable the School . become a truly effective trailning agency for
developing skilled personnel for The Adjutant General's Department. The rendering of such
assietance requires an understanding of the needs of the School, The Survey Commission,
therefore, has attempted to set forth the needs of the School with full explanativn of why
they exist. It i{s hoped that The Adjutant General's Office will accept the recommendations
made and will initfate action which will result in thelr achievement at the earliest prac-

ticable date.
III. RECOMMENDATIONS WHIGH CAN BE CARRIED OUT BY THE ADJUTANT GENERAL'S SCHOOL

1. Organizatlon and Administration (Chapter III)

a., That the positlon of Course Director be eliminated and responsibility for
administering the separate zourses be placed with the department heade providing the major
portion of the subject-matt.c included in the courses.
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b. That two new departments be created, namely, a Recrulting Methods Department
and a Clerical Training Department, to relieve the Administration Department of responsi-
bility in these matters and to provide departments of primary Interest for training cdurees
corresponding to them.

¢. That an Analysis and Review Section be established directly under the
Director of Training (Aesistant Commandant) to act as his staff with the primary function to
furnish analyses of all phases of the educational program and to gulde its further
development.

2. Personnel (Chapter IV) .

a, That a plan be developed to augment the staff of the proposed Analysis and
Review Section during the summer months by utilizing reserve officers wh> are speclalists in
education and psychology.

3. Selection of Maculty (Chapter V)

a. That as rapidly as possible the staff of enlisted instructors be increased
to the point where enlisted courses are taught almost oxclusively by them, provided that
they are as well qualified to teach ae are the available officer lnstructors.

k. Training of Instructors (Chapter VI)

a. That the Instructor Guidance Program at The Adjutant General's School be
made a part of the work of an Analysis and Revlew Section,

b. That the Instructor Guidance Program at the School be strengthened by
increasing the variety of activities in which instructors will .be engaged in the interest of
tmproving their teaching and by relating the Program to the obeervid needs of the instructor
specifically.

c. That an osbjective rating method for the purpose of obtaining student
evaluation of the instructional program be devised and employed. '

d. That the Commandant of the School request the Commandant 5f the Command and
General Staff College, Fort Leavenworth, Xansas, for permission to detail the officer-in-
charge of instructor guldance, and an assistant i1f poseible, to audit the instructor guldance
course to be gilven there during the summer of 1948, .

5. Student Selection and Guidance (Chapter VII)

a. That an investigation be made at the School >f the qualifications of students
entering the varioue courses through the development and administration of inventory tests.
These will permit the obtaining of data upon which to base determinations looking toward the
securing of groups of students with relatively homogeneous backgrrunds of knowledge and
experience for the various courses.

b. That the faculty advisory system be strengthened and a student guldance ser-
vice, staffed with personnel qualified to render diagnostic end remedial services in the area
of educational counseling, be established. This would include not cnly assistance with per-
sonal problems of a non-clinical nature, but the determination and correction of deficienciea
in reading, arithmetic, study skills, knowledge cf military Information, and the like.

6. Programs of Instruction (Chapter VIII)

a. That the various programs of instruction glven at the School be reorganized
on a funciional basis. A clear-cut statement of the training mission for each course will
gerve as the basis for organizing the curriculum, selecting appropriate instructional

|
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methods, and evaluating student progreas by examlnations.
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7. Instructional Methods (Chapter IX)

a. That the number of conference and lecture hours be reviewed in relation to
their content with the obJect of substituting, wherever possible, more active learning
situations, such as demonstrations, field trips, laboratory nxercises, committee work, and
supervised individual study.

(1) Lectures should be virtually eliminated, except for certain speclal
purposes which should be specified clearly.

b. That much of the content now presented be reduced to mimeographed and printed
form and students be made responsible for learning it outeide of class time.

c. That as the varlous programs of instruction are reorganized on a more func-
tional basis, a greater varlety of inastructional methods be employed and instructors be
given special training in their use in order that they may be employed effectively.

d. That instructional methods be better integrated 3o that unite of work taught
by different instructors fit a whole pattern of instruction. By doing this the elements of
a Job will be learned In a more realistic manner in relation to the jJob as a whole,

e. That the number of lecture or conference hours and other methods involving
passive learning by the students be reduced to a minimum, not to exceed fy.. hours a day.

f. That In reorganizing the programs of instruction on a functional basis, the
50-minute class period be adopted In order to furnish a flexible unit of time for presenting
units of instruction.

8. Materials of Instruction (Chapter X)

a. That a professionally trained civilian be employed to take charge of the
planning, development, and use of instructional aids.

b. That adequate physical facilities be provided to house properly the Training
Alds Section,

c. That the scope of activities of the Training Aids Sectlion be expanded to
include such things as photographic laboratory, sound recording and reproducing, carpentry
facilities, reproduction facilities, and the like,

4. That provision be made to train instructors more thoroughly in the use of
tratuing aids.

e. That additional personnel be added to the Training Aids Section to enable
it to render adequate services to the irstructional staff with minimum delay.

f£f. That the School plan its neede for additional training fi{lms and requsst
their production with appropriate justifications in the order of thelir imrortance.

g. That duplicate catalogues of available tralning alds be established in the
School Library and that appropriate subjects be extracted to establish separate catalogues
in each Department.

9. Library (Chapter XI)

a. That the provisions of AR 350-110 concerning a school library be implemesnted
with the

(1) Employment of a trained civilian librarian on a permanent baaise.

(2) The eppointment of a library committee to supervise and to plan the use
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of the Library.
b. That tke School Librery te devel:ned g the 1lnes of btecow!ng an integral
part of the educational progrem as well as a recre a8l reading ceuucr.

10. The Eveluatisn Program (Chapter XII1)

a. That the purposes and methods of the evaluation program at the School be
re-examnined with the view that examinatlions are to measure the accomplishment of the mlesion
of a course, rather than measure the immedlate rote mastery of information. The evaluetion
progran should subsejuently be reorganized as an integral rart of a wmore functional educa-
tional program in the various coursee of instruction,

b. That a civilian personnel technician wh: g a specialist in tests and
neasurements be employed as a member =f the Analyels and Review Section.

¢. That test preparation be placed in the hande of departmental committees
subject to review by the Analysis and Review Section.

d. That a grecater varle v cf objectlve test forme be utilized consonant with
the purposes to be served by the eval:ation prograw at the School.

e. That in place of the present grading system a standard score system for
interpreting test results be employed.

f. That a test item file be organized and kept current on the basis of
statistical item analyses.

g. That more significance be attached to the provisions in AR 602-185 for
rendering Acadenic Reporte for officer students by developing methods for observing special
aptltudos of {mportance.

11, Extenslon Courses (Chapter XIII)

a. That the writing and the revision of lessons, sub-courses, and courses of the
Extensizn Department at The Adjutunt General's Schosl be the responsibility and part of the
duty of the instructcore who teach the same unite in the resident courses.

b. That wherever poseidle, the present less:n requirements which reguire
preparation >f oseay-type answers be converted to objective-type exercises.

¢, That the student, after rrcgreesling through problems of increasing difficulty,
climax each corrugpondence sub-ccurse with at leaet one problem requiring some independent
study ané creative work.

d. That the writing and revision of technical manuals, field manualse, and other
Department, of the Arny publications and the conduct of ejpecial studies directed by higher
authority be asaigned to the propoaed Analysis and Review Section,

12,  Welfare of Enlisted Studenta (Chapter XIV)

a. That a student handbsok he publlshked and dletridbuted ¢> all new students
setting forih such essential things as living arrangemente, need for extra duty rosters,
class attendance requlremernis, study arrangemernts, explanation of faculty advlisory system,
rocreational facilities and rrograms, and the 1like.

b. That the practice of taking away Class A pass privileges becauee of unsatlis-

factory acaderic work be abendoned in favor of dealing with such cases through the proposed
faculty advisory system and educational guidance program.
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13.  Welfare »f Offlicer Students (Chapter XV)

a. That some time prior to the arrlval of the officers to attend the next and
subsequent Advanced AdjJutant General Officers' Course an attewpt be made to determine how
many of the married cfficers will dealre family quarters and that arrangements be made with
the post to reserve such quarters, providing they become avallable in time.

i4. Training Dsctrire (Chapter XVI)

a. That, whenever necessary, instructors at the School be encouraged to make
fleld trips to obtain information wnich will assiet them materially in the preparation of
instructional materials.

Iv. RECOMMENDATIONS UPON WHICH ACT'ION MUST BE INITIATED BY THE ADJUTANT GENERAL'S OFFICE

1. Location and Phyeical Facilitiea (Chapter II)

a. That an Adjutant General's Training Center be estahlished on a post where
there are permanent type buildings which can be converted to sultable facilities for the
conduct of a school.

b. That the post selected should be near & metroposlitan center, where large
industrial and business concerns are located and where a university with work of recognized
standing in tbe fields of personnel psychology, personnel management, and business admini-
stration is estahlished.

(1) The post also should provide as much opportunity as possible for the
observation of and supsrvised practice in office and personnel management procedures which
are typical of the Army situations f,r which students are being trained.

2, Personnel (Chapter IV}

a. That the personnel ceiling of The Adjutant General's Schosl be increased to
provide the necessary persomnel to maintain all of ite various activities at a high level
of efficiency with especial reference to eliminating the use of student personnel on extra
duty rosters when 1t interferes with their attendance at classes.

b. That additional pooitions be authorized to provide technically trained
personnel needed to improve the educational program of the School.

(1) These positions include a psycho-educational adviser and a personnel
technician (tests and measurements) for the proposed Analysis and Review Section; key
clvilian instructors; a professional librarian; and an instructional alds supervisor.

¢. That a more practical and realistic yardstick be determined for estimating
the nesds for instructional personnel at the School and that requests for additjonal instruc-
tional personnel to meet emergency situations be evaluated in terms >f the Justifications
submitted, even 1f the request exceeds the established personnel ceiling.

3. Selection of Faculty (Chapter V)

a, That a research program be undertaken by the Department of the Army on the
sub ject of selection, assignment, and promotion of officer and enlisted instructors at Army
schools to determine specifically:

(1) Desirable qualifications for effective and successful instructors.

(2) 1Instruments which can be employed in selecting pot;antially successful §
instructors. !

(3) The place of instructors in the career management program of the Army.
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(4) Necessary modifications in personnel policy and management to insure that
. that Army schools are provided with the best poasible 1nstructors.

| (5) Proper allocation of grades to Army schools to insure that desirable
| instructore of a high calibre are assured of promotional possibilities.’

{ b. That a few key civilian inetructors in the Civil Service Grades of P-4
1 through P-6 be appointed to teach non-cilitary subject-matter provided:

| (1) That the civilian instructors should have, or be able to obtain, the

{ necessary military background so that their teaching can be functionally related to military
E. | situations.

4. Training of Instructors (Chapter VI) . e

E < I a. That research be undertaken by the Departument of the Army to determine the
E | extent of the need for and the feasibility of establisning = central training school for
E | Army instructors. The researcn should include: : .

(1) An investigation of the variety of educational methads and techniques

! which are employed to accomplish speclfic training missions at varisus training centers and

& schools in order to determine whether there are commonly employed ones. If this were found

i i to be the case, it would be desirable and economical to asta’blish a central training school
‘ or schools for potential instructors.

(2) An analysis of exlsting training wmethods %> determine whether they are
K the most effective ones in relation to the training obJjectives of the programs of Instruction
. in which they are employed. i

(3) A determination of the amount of improvement which a central training

school for instructors would make by raising the general level and effectiveness of Army
instruction.

b. That the Department of the Army investigate ‘the problen of assigning instruc-
tors to The Adjutant General's School and, If possidle, adopt a pollcy of assigning instruc-
tors to the School in groups not more than four times a year.

5. Student Selection and Guidance (Chapter VII)

a. That representation be made to the Department of the Army of the urgent need
e for research in order to establish more precisely qualifications for selection of personnel
to attend the various courses at The Adjutant General's School and for determination of an

orderly system of attendance for thies personnel whose Army carsers will be furthered by
doing so.

6. Programs of Instructlon (Chapter VIII)

a. That The AdJjutant Gensral's School be furnished detailed Job analyses, 2
showing training requirements for each MOS, staff and administrative position for which
personnel are trained in the varlous programs of instruction given at the School. Such job
analyses should be based upon field research.

7. Training Doctrine (Chapter XVI)

a. That a liaison officer for The Adjutant General's Schiol be desimatod‘ fn

The Adjutant General's Office. His full-time duty assigament should include the following
proviqiona:

(1) That this liaison officer devote his efforte primarily in ~assisting
the School in.developing training doctrine, and
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(2) That he spend at least one week out of every four working at the School.

‘ b. That if the proposed central training school for Army Instructors is estsh-
! lished, it be charged with the respansibility ZJor providing ways and means for the exchange
of information among various Army schools, espscially concerning the integration of training

doctrine.

V. FINAL RECOMMENDATION

1. That a follow-up survey of The AdJjutant General's School be initlated and con-
ducted by The Adjutant General's Office sometime between 1 July and 1 December 1549 to
determine what progress will have been made In implementing the recommendations set forth
in this report and in what ways the recommendations should be modified in the light of the
conditions which will exist at the time of the follow-up survey.
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CHAPTER XVIII

CONCLUSIONS*

1. As a result of the survey of the educational program at The AdJjutant General's
School and a review of similar surveys at The Commend and General Staff College** and The
Quartermaster School,¥#* there appears to be a mumber of considerations affecting the opera-
tion of an Army-wide school program. Many problems which appear recurrently among Army
schools are apparently not local ones in the sende that they are peculiar to or caused by
the school itself. Such problems include:

a. The need to state clearly the mission of each progrem of instruction as a basis
for curriculum planning and development.

b. The development of a functional ourriculum in relation to the training mission
of each course.

c. The qualifications and the gelection of students to insure a reasonably homoge-
necus group for each course.

d. The selection of instructors acoording to qualifications for ;and an interest in
teaching.

e. The training of instructors to become effective teachers in relation to carrying
out the objectives of Army education. _

£. The development of evaluation programs which measure, through properly conceived
and carefully developed examinations, the progress of students in accomplishing the training
mission of a course and which at the conclusion of a course indicate a student's degree of
achievement for entering upon duties for which he has been given training.

g. The methods for grading and reporting the f£inal standing of students in order
to furnish a valid and reliable indication of a student's true worth as a result of training.

bh. The development of progrems of educational guidance to provide ways and uuni
for diagnosing and providing remedial work for overcoming correctible handicaps among stu-
dents whose training otherwise would be retarded or stopped.

1. Thé development of instructional methods (including traininé aids) which are
consonant with carrying out the functional training mission of & cowrse and which, accord-
ingly, create situations promoting more effective learning.

J. The place and funotion of common subjects in various courses as given at differ-
ent .Army schools, with special regard to their necessity--whether they should be given sepa-
rately from subjects which fulfill the primary training mission of a ocourse, whether some
selection of common subjeots should be allowed to meet different training needs at various

sohools, and the like.

¥ The subject of this chapter will be made the basie for a separate recommendation waking
a specific proposal for the organization of an appropriate research unit to deal with
the problems discussed.
#% The Department of the Army, The Adjutant General's Office, Personnel Research Seotion:
Survey of the Educational Program, The Command and Staff College, Fort Leavenworth,
* Kansas, Report and Recommendations on Progrem No. PR-4097, February, 1947.
### The Department of the Army, The Adjutant General's Office, Personnel Research Section:
Survey of the Educational Program, The Quartermaster School, Cemp Lee, Virginia, Report
and Recommendations on Program No. PR-4102, May, 1947.
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2. These problems appear to exist because there 1s no systemetic attempt to guilde the
development of the Army's educational program. Individusl schools either operate on the
apsumption that current practices are satisfactory or become aware through one source or
another that there are more effective educational practices than those currently employ=d.
Surveys of individusl Army schools can contimue to reveal within each school the existence
of these baslic educational problems and can recommend not only the changes which should be
made but the procedures for carrying them out. But, with the completion of a survey, it is
still left to the individual school to carry ocut the recommendations with such esgistence as
it way geroer from its parent arw or service. Conslderable learning on the part of respon-
sible administrative and supervisory officlals is involved. They mst be indoctrinated
through the medium of written reports, conferences with the educational experts muking the
survey, and cons.derable study of technical educational and psychological literature, if the
full import of a report such as the present one is to be realized. It would be far wmore
effective if the Depertment of the Army provided ways and meens for waking avallable psycho-
logical and educational epeclalists whose responsibilities involved rendering the necessary
essiptance and servise to all schools to enable them to deal effectively with the common
basic educational problems. Conceivably, with a means for providing integration of Army
educational programs, the services of such technically coupetent personnel way be required
at each Army school, but the number would be much less with the assistance of sowe central
staff of experts.

3. The method of conducting surveys of individual Army schools has much werit, Surveys
are needed to reveal what the individual problems, as well as the coumon problems, are as a
basis for developing sound educational practices for Army purposes. However, to carry them
out on an individual achool basis is Inefflcient and results in much duplication of time and
effort. Although, eventually the purpose of providing more adequate educational programs et
all Army schools could be accomplished by individuel surveys, it would be far better to pro-
vide for all schools collectively through the Department of the Army.

4. To date, such integration of Army educational progrems as exists has been through
administrative procedures aimed primerily at insuring uniformity of course schedules, hours
of instruction, lesson plans, presentation of esubject matter, end, in short, is concerned
with all matters which can be characterized generally as dealing with the wechanioc of
training. They ere amply illustrated in such publications &s TM 21-250, Army Instruotion,
and FM 21-5, Militery Training. Suoch efforts fall far short of the goels conoceived as being
necessary to achieve a truly effective educational progrem for all Army schools.

5. It should be realized that the Department of the Army 1s engaged in en educational
program of tremendous scope and significance. Training is important for bringing persoianel
up to a desired level of proficiency for performence of partiocular dutles. Furtherwore,
speed in training 1s importent. Fortunately on the basis of modern educational practices,
speed and efficiency can be combined to produce results which are extremely effeotive. Most,
if not all, training in Army schools is for specifio jobs oar well-defined duties. The re-
quirements for these jobs are studied soilentifically in the field. Personnel for training
are selected on the basis of olassifiocation instruments because they possess the requisite
abilities for success. Army education should supply the necessary skills and knowledges re-
quired for succeseful performence. Psychology has given education the necessary understand-
ing for the development of eduoational praotices which accomplish training efficiently and
effectively. Army schools can be provided coordination and integration in their individual
attempts to achlieve educational programs based upon the beet available psyocho-educational
advice. If they are left to their individual devices, as at present, improvement will be of
necessity slow and in wany instances impossible because of administrative considerations
whioh block progress towerd desirable goals. There is needed, therefore, some means whereby
oconsideration can be given to educational problems on an Army-wide basis with oorollary
consideration being given for modifying administretive procedures to make acoeptance of more
offective educational praoctices possible.
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6. It mst be ooncluded, therefore, that there is need for coordination and integretion
on educational problems smong Army schools. In effecting coordination and integration, there
is 8 need for professional personnel properly trained and qualified to deal with the meny
educational problems whose solutions grow out of an understanding of wodern personnel and
educational psychology end its consequent effects upon educational methods. Only such per-
sonnel, provided they also are familiar with the Arwmy, are thoroughly equipped to develop &
philosophy of education for the Army. With personnel possessing the necessary backgrounds,
the Army would bring technlical coupetence to bear upon the basic educational problems which
are involved in curriculum developwent and organizetion.

-
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APFENDIX A

PROFESSIONAL QUALIFICATIONS

OF MEMBERS OF THE
SURVEY COMMISSION
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WILTON P. CHASE

A.B. 8Syracuse University; M.A., Dartmouth College; Ph.D. University of Minnesota

PRESENT POSTITIONS:

Department of the Army, AGO: Chief, Technical Information and Liaison Unit,
Personnel Research Section, Personnel Research and
Proceduree Branch

The George Washington University: Lecturer in Psychology

PREVIOUS POSITIONS:

Veterans Administration: Chief, Personnel Training Division, Advieement and Guidance
i Service for Vocational Rehabilitation and Fducation, 1946-47

Army of the United States, Captain, AGD: Separation Classification and Counseling
Officer, Headquarters, Second Ssrvice
Command, 1945-46; Director of Instruction,
The Ad jutant General's Separation Classi-
fication School, 1944-45; Personnel
Consultant, 1942-Lu

The Woman's College of The University of North Carolina: Assistant Profeassor of
Paychology, 1937-42

Oniversity of Alabama: Instructor in Psychology, 1935-37

University of Minnesota: Research Assistant, (Employment Stabilization Research
Institute, and Institute for Child Welfare) 1932-35

Dartmouth College: Instructor in Psychology, 1930-32

PROFESSIORAL ACTIVITIES:

Fellow, American Psychological Association. Contributor to technical symposia and
psychological fournale on the subjects of learning; measurement of attitudes; development of
color vision; and, psychology and social science.
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DONALD E. BAIER

B.S., Ph.D., Princeton University

PRESENT POSITIONS:

Department of the Army, AGO: Chief, Personnsl Research Section, Personnel Research
and Procedures Branch

Graduate School, United States Department of Agriculture: Instructor in Psychology

PREVIOUS POSTTIONS:

War Department, AGO: Assistant Chief, Personnel Regearch Section, Personnel
Research and Procedures Branch, 1946-47

Army of the United States, Lieutenant Colonel, AGD: Officer-in-Charge, and Assistant
Chief, 1544-46, and Personnel
Procedures Officer, 1942-hk,
Personnel Research Section,
AGQ; Classification and Assign-
ment Officer, and Personnel
Consultant, 1941-42

New Jersey State Mental Hyglens Clinic: Psychologist, 1937-41
New Jersey State Hospital: Resident Psychologist, 1936-37

New Jersey Department of Institutions and Agencies: Intorng in Clinical Paychology,
1935-3

PROFESSIONAL ACTIVITIES:

Fellow, American Psychological Association; Member, Psychometric Society; Member,
American Association for the Advancement of Science. Contributor to technical journals
on the subject of personnel.
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MITCHELL DREESE

B.8., M.A., Ph.D., Columbia University

PRESENT POSITIONS:

The George Washington University: Professor of Educational Psychology; Directoxr of ‘
Voeterans' Education; and Dean of the Summer ‘

Session 4
Department of the Army, OSA: Technical Expert on Personnel Research ”
American Counoil on Edunocation: Consaltant on Veterans' Education | ‘:
United States Office of Education: Consultant on Tests and Measurements 4

National Education Association: Consultant on Higher Eduwcation

PREVIOUS POSITIORS:

Army of the United States, Major, AC: Officer-in-charge, Separation Procedures
Section, Military Persomnel Division, AC-AS]1,
1645; Chief Separation Branch, Personnel
Distribution Cormend, AAF, 1945; Personnel
Audit Team, AGO, 194k; Officer-in-Charge, ASTP
Unit, Persormel Research Beotiom, AGO, 1943-hk;
Assistant A-l, First Troop Carrier Commmand,
AAF, 1942-43

The George Washington University: Professor of Educatiomal Psychology, 1939-45
Dean of Summer Session, 1938-45
Executive Officer, Department of Psychology,

1933-38
Associate Professor of Educational Psychology,
1933-39
Assistant Professor of Educational Psychology,
1931-33
President's Committee on Wartime Chairmen, Subcomittee on Organization and
Requirements for Specialized Planning, 1541-k2
Personnel :
National Resources Planning Board: Consultant on Persomnel, 154l-42
Grinnell College: Director of Persomnel 1931-33

PROFESSIONAL ACTIVITIES:

Fellov, American Psychological Association; Secretary, Division on Counseling and
Guidance; Member, Civil Service Assembly; Member, American Fducational Research Association;
Member, National Vocational Guidance Association. Author of articles in varicus publica-
tions on the subjects of counseling and guidance,
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EDWIN R. HENRY

B.S. Kansas State Teachers College; M.A., Ph.D., Ohio State University

PRESENT POSITIONS:

Richardson, Bellows, Henry & Company, Inc.,
Industrial Personnel Consultants: A Director and Personnel Research
Consultant

Department of the Army, OSA: Technical Expert on Personnel Research

PREVIOUS POSTITIONS:

War Department, AGO: Chief, Personnel Research Section, Personnel Research and
Procedures Branch 1946-47; Chief, Military Personnel Subsection,
1945-46; Chief, Technical Classification Unit, 1943-45; Chief,
Pield Studies Subsection, 1943

New York University: Assistant Professor of Peychology (Graduate School) 1943-47;
Administrative Chairman, Department of Psychology, 1939-43;
Agsistant Professor of Psychology (University College and
College of Engineering), 1935-39; Instructor in Paychology,
1931-35

The Psychological Corporation: Assoclate, 1937-43
New Jorsey Civil Service Commission: Special Examiner, 1935-43
The Ohio State University: Research Asslstant (Bureau of Educational Ressarch),

Instructor in Paychology, and University Scholar in
Peychology, 1928-31

PROFESSIONAL ACTIVITIES:

Fellow, American Psychologlcal Assoclation; Fellow, American Assoclation for the
Advancement of Sclence; Member, American College Personnel Association; Member, Diviseion of
Consulting Psychologists; Member, Peychometric Soclety; Member, American Management
Assoclation. Contributor to technical journals on the subjects of psychological tests
and statistical analysis. Joint author (with Douglas Fryer) of "Paychotecbuology and
Psychological Practice”, Farrar and Rinehart, 1947.
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JACOB S. ORLEANS

B.S. The City College of New York; M.A., Ph.D. Columbia University

PRESENT POSITIQNS:

Compand and Gousral Staff College: Psycho-Educational Adviser to the Commandant

Tae City College of New York: Professor of Education
(on leave)

PREVIOJS POSITIQNS:

The City College of New York: Assoclate Professor of Education, 1937-U7;
Assistant Professor of Education, 1935-37

War Devartment, AGO: Expert Consultant in Personnel Research, 19L43-47
World Book Company: Director, Research and Test Service, 1928-35

New York State Department of Education: Research Associate in Educational Measurements,
1924-28

Columbia University: Research Assistant (Institute of Educational Research, Teachers
College), 1921-22, 1923-24

New York City High Schools: Teacher of Mathematics, 1920-21, 1922.23

PROFESSIUNAL ACTIVITIES:

Fellow, American Association for Advancement of Science; Member, American Educational
Research Associatiou; Memboer of the Executive Committee, National Council on Measuremsnts
Used in Education (vice-president, 1941); Member, Educational Research Association of New
York State; Member, American Education Fellowship; Associate, American Psychological
Apsociation; Member, Author's league of America. Member of the editorial boards for Review
of Educational Research, 1941; Consumer Educational Jowrnal; Yearbook, Commercial Educa-
tion Association of New York City, 1938-39. Test Editor, Houghton Mifflin Company, 1947 to
date. Contributor to Encyclopedia of Modern Tducation; American Council on Education book
on Educational Measurements; Mental Measurements Yearbook; and Dictionary of Education.
Author of various articles, bulletins and monographs on educational msapurements and
instructional methods. Author of various standardized achievement teste. Contributor to
technical, educational, and psychological journals on the subject of measurement in educa-
tion. Author of "Measurement in Fducation,” Ronald Press, 1937.
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AR 350~1800

1-8

ARMY REGUL...TONS WAR DEPARTMENT,
No. 850-1800 WasHINGTON, December 31, 1941

MILITARY EDUCATION
ADJUTANT GENERAL'S SCHOOL

Paragraphs

Spcrron 1. QGeneral provisions....eoooo o __ 1- 4
II. Instruction._. S = 6-10

III. Students — 11-12

SporioN 1
GENERAL PROVISIONS

Paragraph

Authorization and designation . e e 1
Objectives____ — 2
Organigation oo . 3
Instructions o e - '}

1. Authorization and designation.—There will be at such place as may be
prescribed by the War Departirent a school which will be known as the Adjutant
General’s School.

2. Objectives.—The objectives of the Adjutant General's School are—

@. To Instruct and train Army personnel in approved doctrines, administrative
methods, and operative procedures in all phases of the dutles and responsibilities
of the Adjutant General’'s Department ns prescribed in law und regulations.

b. To fucllitate the exchange of views of experlenced udministrative personnel
relative to practical problems of the Adjutant General’s Department.

¢. To serve as an experimental agency of The Adjutant General in the study,
development, and standardization of general administrative methods and operative
procedures of the Adjutant Qenerual's Department, particularly of the following:

(1) Personnel procurement, classificution, reclassification, and personnel
mcnagement.

(2) General business admlnistrative procedures within the responsibility
of administrative personuel.

(8) Methods and systems of record-kecping, for historleal as well as current
operative uses, pertalning to tndlviduals and units, with the attend-
ant ussembly, collation, storage, preservation, and documentation of
sguch records.

(4) The development of admintstrative supplies and speclal equipment for
administrative oflices.

4. To assist in the preparatiou of instructional manuals and pamphlets covering
all phases of adm!nistration.

6. To assist in the preparatlon of lostructional material for the Army Extension
Courses of the Adjutant General's Department.

1. To disseminate as dirceted by The Adjutant General information pertaining
to lnstruction angd train‘ng used and developed ut the Adjutunt General's Schoul.
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3. Organization.—The interior organization of the Adjutant General’s School
and the duties of the various subdivisions thereof will be as prescribed by the
commandant, subject to approval by The Adjutant General.

4. Imstructions.—Instructions regarding the selection of students, the subjects
to be included in the various courses, and other details not covered in these regu-
lations will be published from time to time by the War Department.

SecrioN II

INSTRUCTION

Paragraph
Courses. 5
Administrative courses________ 6
Classification courses......

Machine records courses__. 8
Special courses —.___________ 9
Length of courses_ - ______________ e 10

5. Courses.—Courses will be established and maintained at the Adjutant
General’s School as follows :

@. Administrative courses.

b. Classification courses.

¢. Machine records courses.

d. Special courses.

6. Administrative courses.—The purpose of the administrative course is to
afford selected students a general review of administrative and operative pro-
cedures, to secure a basic uniformity in these matters, and to familiarize them
with the most recent developments in Army administration.

7. Classification courses.—The purpose of the classification course is to train
selected students in the technical procedures of classification and their practical
application to the needs of the service.

8. Machine records courses.—The purpose of the machine records course is
to train selected students in machine accounting methods used in Army adminis-
tration, and to instruct and train them in the maintenance and operation of all
types of machines used in this system.

9. Special courses.—Such special courses as may be recommended by the com-
mandant and approved by the Adjutant General will be held from time to time.

10. Length of courses.—The length of the courses will be prescribed by the
Adjutant General.

Secrion III

STUDENTS
) Paragraph
VL - L T e e 0 S 11
Selection . oo oo 12

11. Allocation.—The number of students to attend each session of the Adju-

tant General’s School will be allotted by the War Department from time to time.
12. Selection.—a. Oficers.

(1) Student officers selected for detail to the Adjutant General's School

may be officers of any of the arms or services, and of all components.

(2) At the time of selection, officers selected for detail as students should

be: adjutants general, assistant adjutants general, adjutants or

2
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assistant adjutants, assistants to Assistant Chiefs of Staff G-1, on
classification duty, on duty with machine records units, or those
whose detail to one or more of such duties, upon completion of the
course of instruction, is contemplated by the commander making
the selection.

(8) Officers selected for detail as student officers will, at the time of selec-
tion, possess the following minimum qualifications:

(@) Have the educational qualifications or equivalents prescribed
by AR 140-22 for appointment in the Adjutant General's
Department Reserve.

(b) Must bave a general efficiency rating of ‘“‘very satisfactory”
or better.

{¢) Must have demonstrated spec:al aptitude for administrative
work.

(d) Must have had at least 6 months' experience in military or
civilian administrative, classification, persopmel manage-
ment, or machine records work, the nature of which will be
of material value to the student in assimilating and master-
ing the technique of military administration.

b. Warrant officers.—Warrant officers assigned to duty in offices of adjutants
general of air forces, armies, COrps, corps areas, divisions, or in headquarters of
comparable size and importance may be selected as students at the Adjutant
General’s School, provided they possess the minimum gualifications as preseribed
for officer students in ¢(3) above.

¢. Bnlisted men—Enlisted men may be selected as students at the Adjutant
General’s School provided—

(1) That the enlisted man so selected has at least 6 months to serve in
his current enlistment, or any legally required extension thereof.

(2) That he shall have a rating on the Army General Classification Test
of 100 or above.

(3) That he has demonstrated by actual duty in an administrative office
for a period of at least 6 months a special aptitude for administrative
work, either in general administration, personnel administration,
classification, in the operation of machine records units, or has had

R corresponding experience in civil life.

(4) That he has a general efficiency rating of “excellent” or better.

(5) That his character is “excellent.”

[A. G. 352 (11-19-41).]

By ORDER OF THE SECRETARY OF WaR:
G. C. MARSHALL,

Chief of Staff.
OFFICIAL
1. S. ADAMS,
Major General,
The Adjutant General.
8
T, §. COVERNMENT PRINTING OFPICK: 1842
For sale by the Super dent of D« ts, Washington, D.C. - - = - - - - Price 5 cents

S



AFFENDIX C
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2. Personnel.—a. Composition.

! ] AR 350-110

i i *C5

; ; MILITARY EDUCATION

‘? | 2 GENERAL AND SPECIAL SERVICE SCHOOLS,

‘ . i [ { GENERAL PROVISIONS |
v i

\ ) CBANOEB} WAR DEPARTMENT |

i No. 5 WasHINGTON 25, D. C., 22 April 1946

3 ‘( L] AR 350-110, 1 September 1942, is changed as follows:
i

o (1) (As changed by C 4, 28 May 43) The personnel of each school except
{ those special service schools under the jurisdiction of the Command-
{ ing General, Army Air Forces, will consist of a commandant, his
personal aides if any, a staff, including an assistant commandant,
such students as may be detailed to pursue a course of instruction
thereat, and such school detachment and school troops as may be
authorized.
3 (2) (Aschanged by C 4, 28 May 43) The personnel of those special service
44 schools under the jurisdiction of the Commanding General, Army
- Air Forces, 'will consist of a commandant or commanding officer, his
personal aides if any, a staff, including an assistant commandant
or a director of training, such students as may be detailed to pursue
a course of instruction thereat, and such school detachment and
school troops as may be authorized.
- * * - - * »
[AG 352 (5 May 48)]

3. Commandant.—a. General provisions.—(As changed by C 4, 28 May 48) |

In each school, except those special service schools under the jurisdiction of the

2 Commanding General, Army Air Forces (par. 2a(2)), there will be a commandant
- ) ! who will be an officer especially selected for and assigned to this duty by the {
3 agency charged in paragraph 1 with the direct supervision and control of the
school concerned. (See also par. 8.) In the case of the general service schools,

he will be a general officer.
- * L * L - L

! d. (As changed by C 1, 3 Dec 42) At general service schools and at the special
service schools of the arms, in the absence of the commandant, the senior line
officer on permanent duty, as a member of the staff and faculty of the school, will !
act as commandant. At the special service schools of the services, in the absence |
; of the commandant, the senior officer on permanent duty at the school (students t
} excepted), either line or of the service to which the school pertains, will act as '
. commandant. |
[AG 352 (19 Nov 42) (5 May 43)} ‘

5. Assistant commandant.—The assistant commandant in each school, except
those special service schools under the jurisdiction of the Commanding General,
Army Air Forces, will be an officer specially selected and detailed by the War
3 l Department agency charged in paragraph 1 with direct supervision and control
. of the school concerned. Under direction of the commandant, he will have

o o charge of instruction and administration concerning instruction in the school or
L group of schools; will publish orders of the commandant pertaining thereto;
will have general charge of the preparation and publication of text and reference

*These ch de C 1,3 D ber 1942; C 3, 2 April 1948; lnd',C 4, 28 May 1943.
AGO 3514B—Apr. 688781°—46
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books and mailing list matter; and will also exercise general supervision over
the preparation and administration -of Army extension courses. In the absence
of all directors, the senior instructor will act as assistant commandant.

[AG 352 (22 Apr46)]

8. (As changed by C 4, 28 May 43) Commandant, commanding officer, assist-
ant commandant, and director of training.—a. Selection, assignment, and de-
tail of the commandant or commanding officer and the assistant commandant or
director of training of special service schools under the jurisdiction of the Com-
manding General, Army Air Forces, will be made by the Commanding General,
Army Air Forces, or by such officer or officers as he may designate.

b. The supervision, control, and duties of the commanding officer and the direc-
tor of training of special service schools under the jurisdiction of the Command-
ing General, Army Air Forces, are those prescribed herein for a commandant and
an assistant commandant, respectively.

[AG 852 (5 May 43)

18. Students.—a. Selection, detail, relief, report, etc.

» * * * * - *

(3) Enlisted student unfitted to continue course.—(As changed by C 8, 2
Apr 43) When an enlisted student is deemed unfitted for any reason
to continue a course of instruction, the commandant will, except
when otherwise prescribed—

(a) If attending the school on detached service from his unit,
order him by authority of the Secretary of War to rejoin
his proper organization and report the facts direct to his
commanding officer, or,

(b) If attending the school from a replacement training center
“unassigned,” transfer him in accordance with current
instructions issued by the assignment authority (Army
Air Forces, Army Ground Forces, or The Adjutzant Gen-
eral) having control of the school concerned.

» * * - * - >
[AG 352 (23 Mar 43)]
BY ORDER OF THE SECRETARY OF WAR:

OFFICIAL : DWIGHT D. EISENHOWER
EDWARD F. WITSELL Chief of Staff
Major General J
The Adjutant General

DISTEIBUTION |

’

2 AGO 3514B

U. S. GOVERNMENT PRINTING OFFICE: 1040
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*AR 350-110
1
ARMY REGULATIONS WAR DEPARTMENT,
No. 350-110 WASHINGTON, September 1, 1942.

MILITARY EDUCATION

GENERAL AND SPECIAL SERVICE SCHOOLS, GENERAL

PROVISIONS

Paragruph

Supervision and control; organization and administration 1
Personnel o ot 2
Commandant___ ___ __ . . 3
S e NEEe e NN S 4
Assistant commandant ; 1
Executive officer_ e ———— ]
Secretary e —————— e e 1
Commanding officer and director of training 8
Assistant secretary . oo o ]
DIrectors . oo e e . 10
Instructors .. _ .- __ o 11
Faculty board.. _____ p—— 12
School detachment_ o 13
School troops—____ T R R . 14
School lbrary - o e 15
16

Students __.__-—— = —— =
1. Supervision and control; organization and administration.—a. All general
and special service schools are subject to supervision and coordination by the War

Department.
b. Direct supervision and control of the Army War College are vested in the

Sec;'etary of War.

¢. Direct supervision and control of the Command and General Staff School
are vested in the Commanding General, Services of Supply; curriculum and
doetrine under supervision of G-3, War Department General Staff,

d. Direct supervision and control of schools, including officer candidate schools,
for the Army Air Forces are vested in the Commanding General, Army Air
Forces.

e. Direct supervision and control of all schools for the Army Ground Forces are
vested in the Commanding General, Army Ground Forces.

f. Direct supervision and control of all schools, including officer candidate
schools, for the supply services are vested in the Commandiny General, Services of
Supply.

7. General and special service schools will be organized and administered in
conformity with these regulations, with such other regulations for such school
or group of schools as may be promulgated by the War Departnient, and with such
special instructions s may be issued from time to time by the War Department.

*This panmphlet supersedes AR 850-110, October 8, 1938, including C 1, October 10, 1839;
section II, Circular No. 30, paragraph 1, section III, Circular No. 50, and section IV, Circular
No. 154, War Dcpartment, 1940; section I, Circular No. 233, and section IV, Circular No, 248,
War Department, 1941; and section 1I, Circular No. 124, War Department, 1042,

4725038°-—42
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2. Personnel.—a. Composition.

(1) The personnel of each school except those special service schools under
the jurisdiction of the Commanding General, Army Alr Forces
Technical Fralning Command, will consist of a commandant, his
personal aldes if any, a staff, including an assistant commandant,
such students &3 may be detailed to pursue a course of fostruction
thereat, and such school detachment and school troops as may be
authorized.

{2) The personnel of those special service schools under the jurlsdiction
of the Commanding General, Army Air Forces Technical Training
Command, will consist of a commanding officer, his personal aides
if any, a staff, including a director of training, such students as may
be detalled to pursue a course of instruction thereat, and such school
detachment and schuol troops as may be authorized.

b. Application for and assigninent.—The commandant or commanding officer
will make application for the detail or assignment of such suitable oflicers, war-
rant officers, enlisted men, and otber personnel as may be necessary, and will
nssign to specific duties those detalled or assigned to duty at the school.

c. Bwvemptions from duties.—The personnel will, in general, be exempt from
all duties which would Interfere with the performance of their functions in
connection with the school.

3. Commandant.—a. General provisions.—-In each school, except those special
service schools under the Jurisdiction of the Commanding General, Army Alr
Forces Technical Trealning Command (par. 2a(2)), there will be a commandant
who will be an officer especially selected for and assigned to this duty by the
agency charged in paragraph 1 with the direct supervision and control of the
school concerned. (See also par. 8.) In the case of the general service schools,
he will be a general officer.

b. General school duties.—The commandant will have charge of the general
administratlon of the school or schools, will be responsible for all matters of
instruction therein, and will see that all programs of instriuction are properly
codbrdinated. He will make requisition for such equipment and suppllies of*all
kinds as may be needed, and will order the expenditure of authorized gvanti-
ties for cartying out the purpose of the school or schools. He will prepare
estimates of funds which may be needed, forwarding the same to the agency
charged in paragraph 1 with the direct supervision and control of the school.

Appropriations for the support of the school or schools will be disbursed on
vouchers approved by him.

0. Programs and reports.

(1) Programs.—The commandant will submit all programs or changes in
programs to the agency charged In paragraph 1 with the direct
supervision and control of the school.

(2) Reports.

(a) Academic.—The commandant will submit to the agency charged
with direct supervision and control of the schoo! such reports
on the operations of the schoo! as may be directed. Such
suggestions and recommendations as the commandant may
deem desirable for the interest of the school will be included.

(b) Financial.—Commandants of general and speclal service schools
will submit to The Adjutant General reports of disbursem->nt
from National QGuard Bureau funds under each allotment
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{ssued to them, upon completion of ‘the service or the fur-
nishing of supplles covered by such allotment.

d. At general service schools and at the speeclial service schools of the arms,
in the absence of the commandant, the senior line officer on permanent duty
at the station (students excepted) will act as commandant. At the special
service schools of the services, in the absence of the commandant, the senior
officer on permanent duty at the school (students excepted), either line or of
the service to which the school r~ertains, will act as commandant.

4. Staff.—The staff will consist of all officers, other than the commandant or
commanding officer, and students on duty with each school or group of schools
In eonnection with the administration thereof and Instruction thereat.

5. Assistant commandant.—The assistant commandant will be an officer
speclally selected and detailed by the War Departmnent agency charged In para-
graph 1 with direct supervision and control of the school concerned. Under
direction of the commandant, he will have charge of Instruction and adminis-
tration concernlng instruction in the school or group of schools; will publish
the orders of the commandant pertaining thereto; will have general charge of
the preparation ard publication of text and reference books and of mailing st
matter; and will also exercise general supervision over the preparation of Army
extension courses. In the absence of the assistant commandant, the senior
director or, in the absence of all dircctors, the senior instructor will act as
assistant commandant.

8. Executive officer.--The executive officer, if there is one, will, under the
direction of the commandant or comimanding officer, couduct the details of
administration of the school (except those pertaining to Instruction) and the
school troops; he wlll publish the commandaut’s or commanding officer’s orders
pertaining thereto. If there ig8 no seeretary, he will perform the duties of the
latter prescribed in puragraph 7.

7. Secretary.—The secretary, If there is one, will, under the direction of the
ccmmandant or commanding officer, conduct the correspondence of the school,
will be custodian of the records thereof, and will perform such other duties as
may be assigned by competent authority, He may act as agent officer in the
disbursemen. of school funds. At the general service schools he will also have
charge of the library, of the various school detachments and clerical forces, of
the school funds, and departments necessary in the conduct and development
of the school proper. If there IS no assistant secretary, he will perform the
duties of the latter prescribed in paragravh 9.

8. Commanding officer and director of training.—a. Selection, assignment,
and detail of the comnanding officer and director of training of special service
schools under the jurisdiction of the Commanding General, Army Air Forces
Technical Training Command, will be made by the district commander, Army
Air Forces Technical Training Command, within whose district the technical
school 18 located.

b. The supervision, control, and duties of the commandiny officer and the
director of training of special service schools under the jurisdiction of the
Commanding Genernl; Army Alr «Forces Technical Training Command, are
those prescribed herein for a commandant and an assistant commandant,
respectively.

9, Assistant secretary.—At the general service schools, the assistant secre-
tary, iIf there is one, will have immediate charge of the maps and records
pertaining to the Instructors’ flles, and of the personnel connected therewith.

3
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Under the supervision of the assistant commandant and directors of each
school, he will prepare the various rosters and schedules affecting the
of instructors and members of the different classes, will cause to be prepa r with
for publication and distribution all material dealing with instruction, and will ; ]
act as secretary in the absence of the latter.

10. Directors.—a. When there are at the same place two or more schools, or
at any school wherein divisions are established, a director for each school or
division will be assigned by the commandant or commanding officer, from th
officers of the staff, and such director will, under the supervision of the as-
cistant commandant or director of training have charge of instruction in the
school or division of which he is director.

». When a school is organized into departments, divisions, or similar units,
each such department, division, or unit will be under a director, who will be
charged with the immediate supervision of the preparation of courses there-
for, and of instruction, examinations, grades, and records of all subjects taught
iherein.

11. Instructors.—Instructors will assist in the preparation of courses and
will have immediate charge of and will conduct the instruction to which
assigned. When practicable, instructors will be senior in rank to student :
officers, but, whether senior or junior, instructors in the execution of their
duties will be accorded the respect due to their position. ;

12. Faculty board.—a. General.—At each general and special service school
there will be a faculty board. §

b. Composition.—The faculty bosrd will be composed of the following:

(1) At each general service school—
(a) The commandant.
H (b) The assistant commandant.
k (¢) The directors.
(d) The secretary, as recorder.
(2) At each special service school—

(@) The commandant or commanding officer.

(b) The assistant commandant or director of training.

(c) The secretary and such directors, senior instructors, and
others as may be designated by the agency charged in para-
graph 1 with direct supervision and control of the school con-
cerned.

ity off

! o. Functions. :
(1) To act upon such matters relative to the school as may be referred

to it by the commandant or commanding officer. In all matters
considered under this subparagraph, the board will act in an
advisory capacity only, and final decision in matters considered
will rest with the commandant or commanding officer, whose re- 2
sponsibility will not be affected by any recommendation of the
board. >

(2) To determine all matters relative to standing, rating, or classifica:
tion, proficiency, or deficiency of all students. The majority action
of the board on such matters will be final, subject only to review
by the agency charged in paragraph 1 with the direct supervision

and control of the school. :
d. Quorum.—A majority of those members of thé faculty board who are en-
‘“itled to vote will constitute a guorum for the transaction of business. :

4
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6. Voting.—Each member of the board will have one vote, except the secre-

tary, who will not have a vote. In case of a
with the side upon which the commandant voted.

tie vote, the decision will rest

f. Deliberations and decisions confidential.—The deliberations and decisions
of the faculty board will be confldential until duly published by, or by author-

Ity of, the commandant or higher authority.

13. School detachment.—The school detachment will consist of such officers,
warrant officers, enlisted men, clvilians, and other persons as may be author-
ized by the agency charged In paragraph 1 with the direct supervision and
coutrol of the school. lts members will assist in the administration and
maintenance of the school and in the instruction thereat; will perform the

necessary labor thereat; and will exercise such
to them by proper authority.

other duties as may be assigned

14. School troops.—The school troops will consist of such regular organiza-
tions us may be assigned for duty in connection with the school. They will
perform such training, demonstrations, guard, fatigue, and administrative
duties as may be assigned to them by the commandant.

15. School library.—a. Separate from other libraries.—When a general or
special service school or group of schools has a library, such library will be
maintained separately and apart from any other library.

b. Librarian.—There will be a llbrarian who

will have charge of the library,

who will be immediately responsible for the efficieney of its administration, and
who will be responsible for the books and other property therein.
¢. Library committee.—There will be a library committee, which, subject to

the approval of the commandant, will be charged with general supervision of »

the library and its affairs, with the preparation of regulations for the adminis-
tration and interlor economy of the library, and with the selection of books,
periodicals, and other publications and supplies to be obtained therefor.

d. Loss of, or damage to, books, etc—In case of loss or damage through
negleet to any book, periodical, map, or other property belonging to the school,
the person responsible for such loss or damage will make the same good by
replacement or by payment of the actual cost of the artiele, or payment of

the actual cost of repairs.

e, Annual report.—7The librarian will annually render t¢ the commandant
a report of the books and other property in the library.
16. Students.—a. Selection, delail, relief, reports, ete.

(1) Students, commissioned and enlisted, to attend each school will
be selected, detailed to, and relieved therefrom in accordance with
instructions published from time to time by the agency charged in
paragraph 1 with the direct supervision and control of the school.

(2) When students are detailed to general or gpecial service schools
from foreign countries, task forces, defense commands, or the:uters
of operation, the numbers of such students will be reported by
the War Department to the agency charged in paragraph 1 with
the direct supervision and contruol of the school concerned. Students
from task forces, defense commands, or theaters detailed to a
school will be assigned, upon such detail, either to the Army
Ground Forces, the Army Air Forees, or the Services of Supply, de-

pending on which force or service
vision and control of the school.

is charged with the direct super-
Prior to their relief from the
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lchooltbeywﬂlberepoﬂedtoﬂanwmrw
ment or return to their original station.

(3) Bnlisted students unfitted to continue course.—If at any time any sto-
dmtenlhtedmnwﬂlbedeunedmﬂttedtormmmtoeonﬂm

sonnel of the Army Air Forces,

When the station of the enlisted man is outside the continental
limits of the United States, the commandant will report the facts,
through military channels, to The Adjutant General,

b. Periodic report on work of students—ZEach stud will be informed from
time to time as to whether his work is satisfactory or unsatisfactory. In the latter
case, ke will be suitably snd privately advised by the commandant, or command-

(1) Order the officer or warrant officer before a reclassification board in
i.ccordance with AR 605-230; or

(2) Relieve such officer or warrant officer from further duty at the school
and order him by authority of the Secretary of War to return to his
proper station, and will report all the facts in the case direct to the
student’s commanding officer, and through military channels to The
Adjutant General.

c. Certificates of proficiency, diplomas—To each student who satisfactorily
completes a course in any school and is declares proficient will be issued a cer-
tificate of proficiency or diploma covering all sutjects completed by him during
such course.

d. List of graduates.—A list of those graduates who are commissioned officers
in the Regular Army will be prepared under supervision of the commandant
or commanding officer, independent of any other list or report of graduates, and
forwarded to The Adjutant General as data for the Army Register, and will
be marked “Army Register data” and bear the signature of the commandant
or commanding officer.

[A. G. 352 (+-2542).]

BY ORDER OF THE SECRETARY OF War:

G. C. MARSHALL,
Chief of Staff.
OFFICIAL ¢
J. A. ULIO,
Major General,
The Adjutant General.
6
For sale by the Superintendent ot Documents, Washington, D. €, == cecuo.. Price 5 cents
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HEADQUARTERS
8908 TSU, AG SCHOOL
CAMP LEE, VIRGINIA

AIMINISTRATION DEPARTMENT
(Department)

COURSE : OFFICERS' REGULAR ADVARCED COURSE

 SUBJECT: MILITARY LAW

LESSQN TITLE:  RELATIGNSHEIP OF MILITARY JUSTICE TO FUNCTIQNS OF COMMAND

LESSON NIMBER: 1 OF 13 (65 Minutes)

LESSON OBJECTIVE
To acquaint the student with the Army's system of military
Justice in its relation to problems of command, i.e., discipline
and morale.
TRAINING AIDS
None

REFERENCES

T™M 27-255, chapters 1 and 2.
BANDOUTS

Practical Problems
STUDY ASSIGNMENT

T™ 27-255, chapters 1 and 2.

(Course Director)

s/ Joseph C. Bo; Lt. Col., AGD Jul W
, Lbt. Col., (Date)

s/ L. L. Bo Lt. Col., AGD 10 J i
. L. , Lt. Col., Al te
(Department Director)

8/ Stanley F. Levin 3 July 1215(
iﬁmiﬁi Tnstructor)
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A, INTRODICTION (lecture 2 minutes)

1. Explain the purpose and objective of the period.

B. EXPLANATION ANT DEMONSTRATION (Conference 33 minutes)

1. Military Justice.

a.,

Military Justice is the system for enforcing discipline and adminietering
criminal law in the Army. Military personnel, like civilians, are subject
to rules governing conduct. However, military personnel are amenable to
both the civilian codes of criminal law and also the military's rules of
criminal law.

(1) The basic rules governing conduct of the military end the agencies of

(2)

(3)

punishment for violators are found in the Articles of War.

(a) The Articles of War are statutes enacted by Congress in the
exercise of the power which the Constitution gives it "to make
rules for the government of the land and naval forces."

(b) Explain the history of the Articles of War from the days of
William of Orange down to the adoption of the first Americen
Articles on June 30, 1775, and the basic changes thereto ap of
the present date.

(¢) Explain the three general groups into which the Articles of War
are divided -

1 First - AW 92 - AW 93 - AW 94

1o

Second - Offenses strictly military in nature

Third - AW 95 applicable to commissioned officers and cadets
at West Point only; and AW 96 applicable to all persons sub-
Ject to military law.

[T

(d) Explain that the rest of the Articles deal with the procedure by
which the punitive articles are enforced, and with certain mis-
cellaneous provisions such as courts of inquiry, separation from
the service, etc,

Explain how the President of the U.S. authorized by the Congress
prescribes the procedure to be followed before militury tribunals
and the manner of proof and rules of evidence, and also the maximum

punisiment for most offenses.

(a) These regulations are found in the Manual for Courts-Martial and
are supplemented by Executive Orders of the President from time
to time,

Explain how the Army Regulations provide that certain Articles of War
are to be carefully read and explained at definite times to all
soldiers.

{(e) Thie 1s done in order to impress upon the soldier the obligations
of 3jervice that did not rest upon him when he was a civilian, and
alsy in order to inform him of the rights and privileges the

‘,icles confer upon him,

- 127 -

9



1 Explain that the fact the Articles of War may never have been
read to a soldier does not excuse him if he commits an offense,
but can be regarded by the court as an extenuating circumstance
(MCM, par. 126a).

2. Explain the wisdom of utilizing board proceedings for inapt and undesirable
soldiers before taking recourse to courts-martial.

a. AR 615-3§8
b. AR 615-369

3. Explain how proper use should be made of AR 615-5 to reduce inefficient non-
commissioned officers in order to develop and maintain a high degree of efficiency and
morale in an organization.

4, Explain the use of nonpunitive correctional measures by commanding officers to
remedy deficiencies in discipline (MCM, par. 105).

5. Advise the students that the use and mechanics of AW 104 will be explained in
another period of imstruction.

II. APPLICATION (Practical problems to be completed during the study period.)
III. EXAMINATIOR (Conducted during the conference by questioning students.)
IV, DISCUSSION (5 minutes)

1. Summarize by having students briefly discuss the main points of the subject

.

matter.

2, Study period (25 minutes)

a. To be used for supervised study and to complete the practical problems
distributed to the class.
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LEGEND-PERIODS HEADQUARTERS, 8908 T8U, AG SCHOOL LEGEND-TYPE OF INSTRUCTION
T - 0800 0505 Office of the Aseistant Commandant L - Lecture
2 - 0915 1020 Camp Lee, Virginia C - Conference
3 - 1030 1145 D - Demonstration
Lk - 1310 1415 OFFICFRS' RECRUITING INSTRUCTOR'S COURSE E - Examination
5 - 1425 1530 TF- Training Filn
6 - 1540 1645 CLASS NO. 27 COMPANY "A" PE- Practical Exercise
CLASSROOM BLIG # 1028
(Unless otherwise shown)
SIXTH WEEK
1 Dec - 5 Dec 1947
L]
Date Type of
Period Subject Instn Instructors Study References and Remarks
Mon 1 Dec
1,2 Selling 57,58/62 (Career Guidance) C Capt Lynch WD Cir 118/47
3 Orgn of the Army 8/9 (Orgn of the ¢ Major Taylor WD Bul 11/47
Armed Forces)
4,5 guz}to Information 18,19/20 (Radio  FPE,D Capt Long Place - Bldg #1247
L
6 Physical Exercise 16/24 PE Company Commander Place - Company Area
Tues 2 Dec
T,27 " 8elling 59,60/62 (Career Guidance) C Capt Lynch WD Cir 118/47
3 Selling 61/62 (Speech work) PE Capt Long As previously announced
Place - Bldg #1247
b Service Benefits 13/14 (Vet Benefits) C Capt Levin Sec VIII, WD Cir 168/46;Sec
XIV, XV, WD Pamphlet 21-5.
5 Public Speaking 11/12 PE Capt Long As previously announced
Place - Bldg #1247
6 Troop Information 6/8 [ Capt Morgan
Wed 3 Dec
T Selling 62/62 (Review) c Capt Morgsn As previously announced
2 Public Spesking 12/12 FE Capt Long As previously announced
Place - Bldg #1247
3 Orgn of the Army 9/9 {Unification) ¢C Major Taylor
N Service Benefits 14/1h (Vet Benefits) C Capt Levin ﬁeg/ié, WD Cir 34/47; VA Pam
G Public Information 20/20 (Propaganda) C Lt Col Roderick
6 Physical Exerclee 17/24 PE Company Commander Place - Company Area
Thurs 4 Dec
1,2 Enlisted Record 3,4/4 c CWO Wameon WD Cir 58/46; 31/47; 1b1/47;
AR 615-30; Par 1,2,5;
AR 600-600
3 Technique of Instruction 1/23 c,TF Lt Luke ™ 21.250
(*TF T7-295) Place - Bldg #418
L Technique of Instruction 2/23 [+ Capt Morgan ™ 21-25C
5 Technique of Instruction 3/23 c Capt Morgan T™ 21-250
(Factors of Learning)
6 Physical Exercise 18/2h PE Company Commander Place - Company Area
Fri 5 Dec
1 Examination 5/8 E Lt Luke As previously listed
2 Examination Review 6/8 ¢ Lt Luke
3 Technique of Instruction 4/23 c Capt Morgan ™ 21-250
(Factors of Learning)
L Technique of Instruction 5/23(Methods)C Capt Long T™ 21-250
5 Technique of Instruction 6/23(Methods)C Capt Long T™ 21-250
6 Technique of Instruction 7/23 c Capt Morgan ™ 21-250

(The Instructor)

# Vigual Training Alde

FOR THE ASSISTANT COMMANDANT:
- 1%0 -

/s/ Perry M Diron
PERRY M DIXON
Major, AGD
School Secretary
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APPENDIX F
POSTTION DESCRIPTIONS

FOR KEY CIVILIAN EMPLOYEES
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POSITION DESCRIPTION FOR
PSYCHO-EDUCATIONAL ADVISER

A. Supervision Received

1. JIncumbent servea under the general administrative supervision of the Commandant
and the Aesistant Commandent of The Adjutant Genersl's School but with full and indepen-
dent responsibility end freedom in the discharge of scientific and professional activities
described below.

B. Duties and Responsibilitieu

1. TIncumbent in his position as Psycho-Educetional Adviser to The AdJjutent General's
Sohool 1ia responsible for rendering competent advice to the Commandant, the Assistant
Commandent, and the staff end faculty concerning a wide variety of paychological, educa-
tional, and statisticel matters arising in connection with the operation of the School
and in the planning, supervision, and conduct of research related thereto.

2. The mission of The Adjutant General's School may be stated as:

a. The tralning of enlisted and officer personnel for subsequent duties in various
MOS's which are primery functions of The AdJjutant General's Department.

b. The training of officers for staff and administrative positions as Adjutants
General at division or comparable level of Army orgenization,

¢. The writing and issulng of various official Army publications as directed by
higher authority.

d. The conduct of extension work to promote interest and increased effectiveness
in military functions among the civilian reserve components of The Adjutant General's

Depertment.
3. In the discharge of his responsibilities the incumbent performs specific duties:

a. Provides competent advice to the Commandant and Assistent Commandent on such
problems as:

(1) Selection and training of instructors.

(2) oOrgenizetion of the various programs of instruction at the School,
with special reference to meximizing conditions for effactive learuing.

(3) Evaluation of student potentialities and efficiencies upon admiesion
and development of appropriste measures for the utilizatlon or remedia-

tion of such.

{4) Development of appropriate measures for dlegnostic and remedial pro-
cedures in connection with the educational counseling of students.

(5) Evaluation of the effectiveness of instructional techniques and of
individual instructors.

(6) Methods for increasing effectiveness of instructional techniques and of
individual instructors.

(7) Types and methods of evaluating student progress end achiovement.

(8) Implementing accepted training doctrine with appropriate instructional
methods and techniques to promo‘e effective learning.
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b. Counsels and assists members of the steff and faculty in the cholce of the
most effective methoda for the presentation of specific lessons; preparation of materials;
use of instructional aide; choice of examining procedures; and related p:oblems,.

¢. Plans, supervises and may conduct research atudies designed to help the

School improve:
(1)
(2)
(3)
(L)
(5)

Methods and techniques of instruction.
Selection and training of instructors.
Selection and placement of students.
Evaluation of student progress and achievement.

Related problems.

d. Maintains liaison with other Army schools; civilian educational institutions;

professional educational, psychologicel,and statistical organizations; and others, for
the purpose of keeping the School and its astaff and faculty informed of new developmentse

applicable to the conduct of the School, and for the purpose of promoting good relations

for the School.

e. Writes articles for military and civillien technical and professional journals
for the purpose of keeping others informed regarding current militery training doctrine

. and methodology.,

C. Supervision Exercised

Incumbent exercises professional supervision over such personnel who may be assisting
him from time to time,

D. Suggested Qualifications

1. Male.

2. Age - 30-45 years.

3. Ph.D. degree or equivalent in psychology with substential training in educational
psychology, statistical methods, tests and measurements, and student personnel.paychology.

L. Must have experience as teacher in a civilian college or university.

5. Experience in planning, conduct or superv'.eion of psychological and educational
research relevant to duties specified.

6. Recognized professional status as evidenced by membership and active participation
in relevant professional end scientific organizations.

7. Experience in relevant jobs in or for military inatallations.

8. The primary requisite for this position after professional competence 18 assured.
is an Intense interest in the kind of work to be performed, i.e., producing and trying out
new ldeas for the conduct of an educational organization dedicated to maximizing oppor-

tunities for learning. Ability and willingness to work cooperatively with others is an

absolutely necessary requirement.
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POSITION DESCRIPTION FOR
PERSONNEL TECHNICIAN - TESTS AND MEASURFMENTS

A. Supervision received

Incumbent servei u.der the general administrative and policy supervision of the
Commandent and Assistent Commandant of The Adjutant General's School, but exercises his
own professionel initiative and Jjudgment in the discharge of his duties and responsibilities.

B. Dutles and responsibilities

1. As Personnel Technician in Tests and Meassurements incumbent ~ugeges in formulation
of plans for and conduct of research studles related to the develcpment, evaluation and
installetion of improved devices in test construction, rating scales, and other personnel
evaluation instruments necessary for the improvement of instructional content and methods;
and evaluation of student achievement. Most of his work will require the closest collebo-
ration with the instructors in the construction of tests which fully reflect the misaion
and the content of the various progrems of instruction.

2. The largest part of incumbent's time is devoted to School-wide duties as follows:

a. 1Is responsible for the preparation of inventory tests for incoming classee to
aid in developing more adequate selection techniques, and for planning modifications in
detailed programs of instruction on the basies of dlagnostic analyses of test resulte.

b. Constructs diagnostic tests to locate individual deficiencies in order to
aid instructors in applying individual remedial measures.

¢. Constructs achievement tests wherever required as both an aid to improvement
of instruction and as a means of evaluating student progress.

d. Participates in the preparation of rating devices,

o. Analyzes achievement teet responses for the purpose of aiding in improvement
of imstructional methods and pointing out areas where remedial teaching is necessary,

f. Selects or develops adequate obJjective criteria for validetion purposes.

g. Selects or formulates appropriate statistical procedures for analyzing test
items and for obtaining measures of reliebility and validity for various personnel evalua-
tion instruments, and supervises essistants engaged in such procedures.

h. Conducts research on the development of new tools and devices for the improve-
ment of testing and rating techniques practiced at *he School, and is in constant touch
with scientific research in the field for the purpose of applying new ilmprovements as they

are developed.

1. Participates in the construction of such obJective tests for the Extension
Department of the School as are deemed neceasary.

J. Writes occesional articles for Journals, both militery end civilien, 1in
appropriate professional flelds.

k. Maintains lisison witbh appropriaste civilian educational institutions, pro-
fessional and scientific socleties for the purposes of promoting desirable relations between
the School and the ebove-mentioned groups and of introducing sound advances in the

principles and procedures of testing and measurement.
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1. Serves as expert consultant to instructors in the construction and scoring of
tests, and interpretation of test data.

m. Performs such other School-wide dutice &8 may be essigned by the Commendant or
Assistant Commandant within the area of his epecialization.

3. 1In the Instructor Guidance Program, inc.mbent will present units of instruction in
construction of teets, rating scales, and other pereonnel measurement devices; principles
of obJective test<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>